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ABSTRACT:

The thesis explores the process of developing and managing brands.

Particular

emphasis is placed on how small enterprises gain recognition and acceptance for
brands, the obstacles they encounter and how they surmount these obstacles.

In a review of the literature, brand management strategies and the value of brand
loyalty to a business were discussed. Brand equity and measurement and measures of
brand equity were also reviewed.

Interviews were conducted with large successful firms to discover arrangements and
processes they employ to maintain market support, to extend the coverage or
application of their brands to new product versions or new segments, and to ensure
satisfactory returns for the brand owners.
The intention was to compare the brand management process of large successful
companies with the approaches and tools used by small enterprises who are at the
early stages of establishing brands in the market.
Interviews were conducted with small companies to discover their arrangements for
establishing and popularising their brands and to learn what difficulties they
encountered and what tactics and approaches they used to overcome them.
Extant case studies of small firms who have established brands were interrogated to
discover obstacles encountered and how they were overcome.

Results from interviews with small firms showed branding efforts undertaken at the
very beginning by small firms to be very simplistic. Not much thought has gone into

111

brand values and brand positioning and branding consisted of a brand name and little
else. Many small firms focus on company formation and production and it is only
later that branding becomes more important. Methods of measuring the success of the
brand and promotional activity undertaken are widely practiced by larger firms.
However, small firms do measure success in very much detail and it is usually
represented a percentage increase in sales. This emphasis on sales as a measure of
success was surprisingly found in large firms with well established brands.
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Glossary of terms:

Brand — a set of specific values and attributes represented by a name, a symbol or
some combination of both and applied to a product or service or range of products and
services.
Brand equity — the differential effect that brand knowledge has on the consumer
response to the marketing of the brand.
Brand essence - Brand essence is the abstraction that audiences take away after
experiencing the sum of brand impressions—from both the marketing and from
personal experience with the product, transaction process and service. Brand essence
is the lasting impression that defines the personality qualities of the product or
company.
Brand image — It expresses the way a consumer thinks about a brand and the feelings
the brand arouses when the consumer thinks about it.
Brand loyalty - the level of commitment consumers demonstrate for a particular
brand.
Brand management — The process of looking after a brand. It involves analysis of
the four Ps of marketing.
Brand personality - It is the human characteristics or traits that can be attributed to a
brand.
Brand positioning — How a brand is located in its market and placed relative to its
competition.

It is a summation of what the brand offers the consumers and what

differentiates it from the competition.
Brand values — The values and attributes associated with a specific brand. In a world
whereever improving technology means it is easier to replicate functional
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characteristics and values, it is likely that emotional values will become increasingly
important.
Corporate brand - a eompany that uses its name across a range of different brands,
products and services.
FMCG - fast moving consumer goods
Generic brands — products that are not labelled with a traditional brand name. These
products are often cheaper copies of well-known brands.
Logo - A brand symbol, or a distinctive graphic design used to indicate a product’s
source or ownership
Private label brand — Often known as own label brands, they are products and
services produced by another company but sold under a retailer brand.
Sub brand — a product or service with added values that is endorsed by the eompany
or house brand. It has the characteristics of a brand but in effect is branded twice,
onee by its parent and once by itself.
Trademark — Includes words, symbols or a unique pack shape which has been
registered and which purchasers recognise as being unique to a particular brand.
Umbrella brand - Another name for a company or house brand which derives fi-om
the idea that the sub-brands, products and service all shelter under the protection of it.
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Chapter 1

Chapter 1: Introduction

1.0: Introduction

It is widely accepted and documented that regardless of company size branding can
bring major benefits to a company. As competition intensifies, branding as a source
of competitive advantage gains more importance for businesses large and small.

The word brand originated in Europe in the middle ages as a distinguishing mark or
‘bum’ on craft products to distinguish the products of one craftsman from another.
Modem use of the word dates from the late 1800s and the beginning of mass
manufacturing. In 1881, Harley Procter, one of the founders of Procter and Gamble
ran the first ad for Ivory soap. The ad was full of imagery and brand claims, such as
99.4% pure, the brand was an immediate success. (Fanning, 1995)

1.1: The meaning of a brand

Gardner and Levys (1955), in one of the early definitions of a brand name, define it as
''more than a label employed to differentiate among the manufacturers of a product.
It is a complex symbol that represents a variety of ideas and attributes. It tells the
consumer many things, not only by the way it sounds, but more important via the body
of associations it has built up and acquired as a public object over a period of time.
A net result is a public image, a character, or personality that may be more important
for the overall status of the brand than many technical facts about the product. ”

Baker (2002) defines a brand as "a name, symbol or design, or a combination of
these, that is used to distinguish a particular seller’s product”.

A brand name is the part of a brand that can be spoken, including letters, words and
numbers. It is essential that the brand name is unique to the product and that it is
pronounceable and recognisable. One of the main purposes of attaching a brand name
to a product or service is to make it unique in the eyes of the customer.

Branding is an important element of the product and particularly in consumer
markets, as a means of linking items within a product line or emphasising the
individuality of product items. Branding now forms an integral part of day-to-day
operations of many enteiprises, regardless of size. Branding is increasingly applied
not only to products, but also to services. Many of the names applied to services are
not registered brand names, but they often serve the puipose of a brand name, such as
an authors name or a performers name.

1.1.1 The meaninu of branding

Branding involves a series of steps which are undertaken by companies who decide to
brand their product or service. Branding starts with the selection of a brand name
which is suitable to the product and, ideally, this brand name should convey
something about the product or service. The brand name has to be registered by the
company so that it is legally protectable. The company develops a logo and applies
the name and logo to the product and to the packaging. The logo also needs to be
registered as the sole property of the brand owner. The company, intent on success,
consistently communicates the name, logo and product benefits to target customers,
the marketing channel and possibly to the public at large.

The aim of branding is to create product and brand recognition, to gain customer
acceptance and preference, and ultimately to build a long term profitable relationship
with target customers. The company hopes to gain brand loyalty among its customers
and to maintain this loyalty in the face of increased competitive rivalry.

Branding is becoming universally applied to consumer products, but also to services
such as SDS, the courier service operated by An Post, British Midland Diamond
Service in airlines, industrial products and services, retail stores and franchise chains.
Today, even hospitals, local authorities, non-government organisations and some
government programmes tend to adopt and promote a brand name and a logo.
Examples include Bon Secours Hospital, Cork County Council, Concern the charity
organisation, and the Department of Enterprise Trade and Employment.

In most

cases, these are not registered as brand names. Of course government or government-

sponsored programmes rarely have a profit motive. However, where an organisation
depends on consistent support from the public, a name and logo are increasingly used
to facilitate recognition, communication and stakeholder acceptance.

It has been shown that brands and branding offer many advantages to the business or
organisation that owns and controls the brand.

Branding also offers significant

benefits to retailers and consumers. Maintaining the strength of a brand calls on the
skills and resources of the organisation. Many texts and research papers dealing with
marketing, advertising and promotion, new product development, international
marketing and brand management and strategy discuss the challenges of maintaining
brand position. Texts and case studies on entrepreneurship and small business also
frequently deal with issues of brand building.

1.1.2 Brand Positioning:

Rogan (2003), describes how brand positioning establishes a unique position for the
product in the mind of the consumer.

Brand positioning is strongly related to

perception and image. Marketers hope that the buyer will perceive the brand to be
unique and that the customer will have a distinctive image of the product and its
benefits.

Advertising is critical to brand positioning.

Through successful advertising it is

possible to develop a unique positioning for the product or service in the mind of
potential customers. Duncan and Moriarty (1997) suggest that because customers and
potential customers form their opinions of a brand based on a variety of brand

messages, the brand position, they argue, must be integrated in all brand contact
points where it is reasonable to do so. The more a brand’s position is integrated into
all the messages originating from the brand owner, the more consistent and distinct
will be the company’s identity and reputation. Indeed, the entire promotion mix is
employed to a greater or lesser degree to consolidate the position of the brand in the
customers mind.

1.1.3: Brand name selection

Brand name selection and the linking of a suitable brand name to the product will be
explored during the thesis. This should form the starting point of branding and it
should be determined during product development. Brand name selection should not
be taken lightly as only in rare cases is the brand name changed. However, for some
companies it is necessary to change a brand name.

Unilever changed their “Jif’

household cleaner to “Gif’ because “Jif’ was not pronounceable in certain markets.
For smaller companies, the changing of a brand name would result in additional
expense and any gains accrued from the previous name would be lost. The literature
review will examine the steps involved in branding including the procedures involved
in early stages of branding in selecting and registering a brand name. An area of
particular interest to the researcher is the process of nourishing the early growth and
gaining wide market acceptance of the new brand.

1.1.4: Product performance and brand advertising need to be consistent

Having consistency of the marketing communication messages is merely the tip of the
iceberg. The more consistency there is between promises made in advertising and the
customers experience of the brand, the more distinct, clear, and predictable a brand
will be in customer’s minds. The more distinctive and predictable a brand is, the
easier it is to identify, recall and most importantly, trust. Positioning defines how a
brand compares to competing brands. If the positioning is upscale status, then that
positioning should be reflected in product design, packaging, pricing, distnbution, and
marketing communication messages.

Arising from an interview with the CEO of Swatch watches, Taylor (1993) explains
how long and short term elements interact to create a position for the brand. There
are many elements that make up the Swatch message including high quality, low cost
and provocative designs. The most important element of the Swatch message and the
hardest for others to copy is that the Swatch watch is a means of expressing the
wearers identity or personality.

1.1.5: Focus of research

The research will focus primarily on small enterprises, although examples and cases
will be used to illustrate how successful larger organisations manage brands. It was
decided to focus on smaller enterprises because the majority of enterprises start from
humble beginnings and where aided by successful branding and brand management
the enteiprise should prosper.

The Department of Enteiprise defines a small enterprise, as one whieh;
•

Has fewer than 50 employees, and

•

Has either, an annual turnover not exeeeding €9 million, or
an annual balance sheet total not exceeding €10 million .

A micro enterprise is an enteiprise, which has
•

Fewer than 10 occupied persons and

•

Has either an annual turnover not exceeding €1 million, or, and annual balance
sheet total not exceeding €1.4 million

1.2: Research Objectives:

Product Life Cycle (PLC) theory suggests that an S-shaped curve describes the sales
pattern per unit time (eg month) for a product.
PLC theory proposes four stages in the sales history of a product, introduction,
growth, maturity and decline.

Fig 1.1 Product Life Cycle

During the introduction stage of the life cycle, the marketing objectives are to make
customers aware of the product, gain widespread distribution and entice customers to
buy the product at least on a trial basis. (Kotler, 1991)

Successful products become widely known and attract a broad following of customers
known as the early majority and the late majority in product adoption theory. During
the rapid growth stage, the product requires heavy promotion and marketing support.
Competitors enter the market and attract more distribution channels. New product
features and benefits are added so the product line lengthens to cater for different
segments.

During the mature stage, sales volume levels off as the number of new customers
buying the product comes to an end. The challenge to the marketer is to retain the
products market share and to maintain the profit margin. Life cycle theory offers
several strategies aimed at these objectives under the headings of market
modification, product modification and modification of other elements of the
marketing mix.

Eventually the product loses popularity and sales decline steadily. The fall in sales
may result form change in customers tastes or lifestyles, technology change, or new
competing products.

Marketing texts recommend that a cross functional team should review the firms
products periodically, taking into account the products past performance, competitive
conditions and future prospects for sales and profits. Again PLC theory offers a
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number of strategies for deleting a product that offers no prospect of long term sales
and profits.

Commentators on the product life cycle draw a distinction between the lifecycles of a
product class, a product form and a brand. (Meenaghan, 1995)

Deriving partly from PLC theory, and partly from business practice in managing
brands, a considerable body of research and comment is available on brand
management. Brand management describes a range of issues, including how best to
plan and organise the maximisation of brand performance, techniques and resources
best suited to meet the challenges at different stages of the pic, and control methods
employed to ensure that brand performance matches up to objectives.

The viewpoint of the researcher is that large companies with strong brands that hold
widespread market acceptance have perfected their techniques for managing brands.
Brands that hold strong positions in the market must have been steered successfully
through the high risk stage of introduction, and the competitive and exciting stage of
rapid growth.

When a brand is mature or experiencing rapid sales growth, it is likely that substantial
cash flows will be available to fund advertising, sales promotion, sponsorship, PR,
etc. In the early stages of the brand’s life, typically resources for advertising and
promotion are scarce.
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In the introductory stage of the product life cycle, substantial funds are needed to
create awareness of the new product. Similarly, in the introductory and early growth
stage of the product life cycle, efforts are focused on gaining market acceptance for
the brand. In the mature stage of the pn'iduct life cycle, there is increased competition
and efforts are focused on maintaining the existing market share and defending profit
margins. For brands at the mature stage, efforts are focused on brand management.

The specific objectives of the thesis are;
1. To examine the techniques of brand management as described in the literature,
and as practised by successful firms.
2. To explore the process and techniques used to develop and gain market
acceptance for successful brands.
3. To examine processes and techniques employed by smaller firms that have
limited resources, in their effort to build and gain market acceptance for
brands.
4. To identify the obstacles small firms encounter in establishing and
strengthening brands.
5. To draw lessons from the experience of successful firms which may assist
small firms in their attempt to grow and strengthen brands.

12

It is intended to study the process of establishing a new brand and strengthening it.
Besides literature on marketing, brand management, small business, entrepreneurship,
advertising and international marketing, extant case studies will be used as a source of
information. The researcher is particularly interested to discover:
1. How small or new businesses overcome the shortage of resources needed for
branding
2. Whether concerted efforts at branding by a new company are undertaken from
the date of product launch or does recognition of the necessity for branding
dawn on the business owner at a later stage.

An issue that will be addressed later in the thesis involves different brand strategies
used by the brand manager at various levels of the product life cycle. Strategies to be
used may depend on how well the product is performing, market share and the
intensity of competitive rivalry.
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1.3: Motivation of research:

On completion of her primary degree the researcher took up employment with a
mineral water company and found that one of the major problems faced by this
company was the absence of brand name recognition. The brand name had been
developed and was known within its own localised area. The enterprise devoted little
effort to brand management or to developing product lines to take advantage of the
established brand name within the regional market.

However, the company was trying to expand into the national market and had spent
very little on creating brand name awareness nationwide.

The above-mentioned

company would be classified as a medium sized enterprise.

This prompted the

researcher to explore successful brand development and brand management for small
and medium sized enteiprises who are often hindered by budget constraints and other
limitations of size.
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1.4; Justification of the research:

It is anticipated the findings of this research will benefits two main groups:

•

Academics: The findings of this research will be available for lecturers and
students at Cork Institute of Technology for reference puiposes. It is intended
that this thesis will supplement the literature in the field of small businesses.
Many students in CIT go on to start up businesses after they graduate. This
thesis should provide them with a comprehensive guide into brands and
branding.
The thesis will also serve as a resource and book of reference for lecturers and
researchers.

•

Small or medium sized enteiprises:
dynamic SME sector.

The state and the economy need a

It is intended that the techniques that are found

effective by small firms for developing and strengthening brands will be
beneficial for SMEs and for the economy. It is the intention of the researcher
that this thesis will provide businesses with the necessary tools to focus on
brand development as a means of future competitive advantage. It is hoped to
demonstrate how budget constraints need not hinder brand development. This
point will be further demonstrated to readers via success stories of small
enterprises contained in the literature review and also based on primary
research undertaken.

15

1.5 Outline of thesis

In chapters two to five inclusive the researcher will examine the available literature.
In chapter two, literature on branding, and brand name decisions will be explored.
Chapter three deals with brand management and alternative approaches to the
traditional brand management system.

Chapter four explores brand loyalty and

examines its importance for businesses. Chapter five concludes the literature review
by looking at brand equity and means of measuring equity. Chapter six deals with the
methodology used to gain information to satisfy the research objectives. Three extant
case studies were analysed by the researcher and the findings are in chapter seven.
Chapter eight has detailed analysis of all interviews completed as part of the primary
research of this thesis. Chapter nine provides a detailed account of the main findings
of the research. Finally, chapter ten concludes the thesis with conclusions drawn from
the research.
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Chapter 2

Chaper 2: Branding explored

2.0 Branding

The researcher acknowledges that there is a fair measure of agreement among
scholars about what constitutes a brand, and all are agreed that a successful brand can
reap great benefits for the firm, regardless of its size.

According to Doyle (2002), brands are at the heart of marketing and business strategy.
The purpose of marketing is to create a preference for the company’s brand.

If

customers perceive one brand as superior, they will prefer it and pay more for it.
Successful brands create wealth by attracting and retaining customers.

When a

company creates this type of customer preference and loyalty, it can build a
substantial market share, maintain good price levels and generate positive cash flows.

A product is anything that meets the functional needs of customers. A product can be
either a physical good or a service. At the most basic level, customers buy products to
meet certain functional needs, for example one buys a motor car to get to work each
day. It is up to each individual consumer to decide whether to buy a Mercedes or a
Skoda. Hach will satisfy the same basic functional need. (Doyle, 2002)

Branding is, at its core, a deeply competitive undertaking in which brands are pitted
against not only their immediate rivals, but all other brands in the media scape,
including the events and people they are sponsoring.
cruelest irony.

This is perhaps brandings

Most manufacturers and retailers begin by seeking out authentic

scenes, important causes and cherished public events so that these things will infuse
their brands with meaning. (Klein, 2001)

Ixvitt (1980) in Fig 2.1 defines a successful brand as one that customers perceive as
offering superior value. A brand image can be thought of as being built up in four
layers - a quality product, a basic brand which differentiates the product, and then the
augmented and potential layers of branding which enhances its value.
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Fig 2.1 Components of a brand:

1 Tangible Product
2 Basic Brand
3 Augmented Brand
4 Potential

Source: Levitt, 1980.
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A successful brand is characterised not only by having a product or service that meets
the functional requirements of customers, a successful brand also has added values,
which meet certain psychological needs. These added values are elicited feelings of
confidence that the brand is of higher quality or more desirable than similar products
available from competitors.

Doyle (2002) suggests that a successful brand (S) may be seen as a combination of an
effective product (P), a distinctive identity (D) and added values (AV), according to
the formula:
S= P X D X AV

Product effectiveness can normally be measured in blind product-use tests against
competitors.

Distinctive identity is measured by prompted and unprompted brand

awareness. Added values can be measured by perceptual research and research into
brand preferences. The three characteristics of an essential brand are multiplicative
rather than additive. Each characteristic is essential. So, without a good product, one
that satisfies customer needs, it is impossible to create a successful brand. Similarly,
unless differentiation and awareness are developed, a good product will not leave the
suppliers premises.

Armstrong and Kotler, (2000) define a brand as a name, term, sign, symbol, or design,
or a combination of these intended to identify the goods or services of one seller or
group of sellers and to differentiate them from those of competitors.
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Lamb, Hair and McDaniel, (2000) defined a brand name as a name, term, symbol,
design, or combination thereof that identifies a seller’s products and differentiates
them from competitors’ products.

A brand name is a part of a brand that can be

spoken, including letters, words and numbers. Examples would include TUP and 3M.
The elements of a brand that cannot be spoken are called a brand mark. Examples of
a brand mark are the Nike swoosh, the Mercedes sign and the three stripes on Adidas
trainers.

Branding is an important element of the product and, particularly in consumer
markets, is a means of linking items within a product line, or emphasizing the
individuality of product items. A widely accepted brand, such as Kelloggs, can help
in the development of a new product by extension of a product line or mix, through
building on consumers perceptions of the values and characteristics represented by
the brand name.

Brassington and Pettitt (2000) provide a definition of a brand, accepted by most
marketers as a name, design, style, words or symbols, singly or in any combination
that distinguish one product from another in the eyes of the consumer.
Brassington and Pettit argue that the decision on whether to brand a product is not an
easy one. This is especially true for fast moving consumer goods. The difficulty
arises in the case of homogenous products such as potatoes and tomatoes, because the
customer does not perceive sufficient difference between competing products to make
branding feasible. Branding is of less significance when supplying organisational
markets because organisational buyer behaviour is different from consumer buying
behaviour.
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The magazine Marketing recognises branding as a major factor to be considered in the
overall success of the firm.

Each issue breaks news stories on major brand

developments. The aim is to show that the key to achieving competitive advantage
increasingly lies within the branding territory. Bashford, (2002) argues that over a
relatively short period of time, branding has surpassed advertising and media as the
crucial communications medium.

SMEs cannot afford to ignore brands and brand equity. Brands make money and are
very valuable assets. (WlPO InteiTegional Forum, 2002). It will be shown that small
firms can succeed in building successful brands.

Brassington and Pettitt (2000) present four rules of branding.
1. Distinctive. The brand should stand out from competition while being appealing
to the target market and be appropriate to the character of the product.
2. Supportive. The brand should support the product’s positioning with respect to its
competitors, while remaining consistent with the firm’s overall branding policy.
3. Acceptable.

The brand name should be recognisable, pronounceable and

memorable. It should be user friendly to the consumer.
4. It should be available, registerable and protectable.
marketer and nobody else.
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It should belong to the

2.0.1 I he role of advertising; in brandintz

Kotler, (2000) describes how advertising objectives must flow from prior decisions on
target market, market positioning and marketing mix. Advertising objectives can be
classified according to whether their aim is to inform, persuade, or remind.
•

biformative advertising figures heavily in the pioneering stage of a product
category, where the objective is to build primary demand. Yakult, the friendly
bacteria yogurt drink uses this types of advertising to inform potential
consumers about the benefits of the product.

Rossiter and FYrcy (1987) suggest that informative advertising is ‘reason why’ style
of advertising, in which the consumer is given information about brand benefits and
helped to resolve consumption choice conflicts.
•

Persuasive advertising is important at the competitive stage, where a
company’s objective is to build selective demand for a particular brand. A
company should make sure that it can prove its claim of superiority and cannot
be counterattacked in a vulnerable area.

•

Reminder advertising is important with mature products. It reminds people to
purchase a particular product and it seeks to assure cun'ent purchasers that
they have made the right choice.

Rossiter and Percy (1987) add a further type of advertising to the above. They
suggest that as a result of transformational advertising, consumers believe that
they will be transformed intellectually or socially by using the brand.
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Figure 2.2 shows that appeals to both rationality and emotion are possible, and that
neither the cognitive nor the affective approach to explaining brand purchasing and
related advertising should dominate, but that both have validity.

There are eight factors that make it difficult to build brands. The first, pressure to
compete on price, directly affects the motivation to build brands. The second reason,
the proliferation of competitors, reduces the positioning options available and makes
implementation less effective. The third and fourth reasons, the fragmentation in
media and markets and the involvement of multiple brands and products, describe the
context of building brands today. The remaining reasons reflect internal pressures
that inhibit brand building. The fifth reason, the temptation to change a sound brand
strategy, is particularly insidious because it is the management equivalent of shooting
oneself in the foot. The sixth and seventh reasons, the organizational bias against
innovation and the pressure to invest elsewhere, are special problems facing strong
brands. They can be caused by aiTogance but are more often caused by complacency
coupled with pride and greed. The final reason is the pressure for short-term results
that pervades organizations. (Aaker, 1996)
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Fitiure 2.2 Practical and Symbolic Attitudes to building; brands;

Source: Aaker, 1996
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There are five factors to consider when setting the advertising budget for a brand
(Kotler, 2000)
1. Stage in the product life cycle. New products will receive large advertising
budgets to build awareness and to gain consumer trial. Established brands are
supported with lower advertising budgets as a ratio to sales.
2. Market share to consumer base. High market share brands usually require less
advertising expenditure as a percentage of sales to maintain their share. On a
cost per impression basis, it is less expensive to reach consumers of a widely
used brand than to reach consumers of low share brands.
3. Competition and clutter.

In a highly competitive market, a brand must

advertise more heavily to be heard. The beer market is a good example.
4. Advertising frequency. The number of repetitions needed to put across the
brands message to consumers has an important impact on the advertising
budget.
5. Product substitutability.

Brands in a commodity class require heavy

advertising to establish a differential image. Advertising is important when
the brand can offer unique physical benefits.

These five factors feature in Fig 2.3 under money.
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Advertising contributes strongly to brand image and identity, by informing consumers of
inherent product benefits, and positioning the brand in the mmd of the consumer. While
functional product qualities foster intrinsic brand values, advertising serves to transmit
the existence of. and perhaps to embellish, beliefs regarding these product qualities, thus
affecting a dimension of received brand image. (Meenaghan, 1995)

2.0.2 Branding decisions

VIeenaghan (1995) describes five areas of decision in regard to branding.

1. I'he branding decision:
The first decision involves whether the company should develop a brand name for its
product. Today, almost everything is branded. In recent times there has been a return
to no branding of certain staple consumer goods and pharmaceuticals. The French
hypermarket chain in 1995 Carrefour introduced a line of no brands or generic
products in its stores. Kotler (2000) defines generics as unbranded, plainly packaged,
less expensive versions of common products. They offer standard or lower quality at
a price that may be as much as 20 to 40 per cent lower than nationally advertised
brands.
Distributors and retailers want brand names because brands make the product easier
to manage, help to maintain quality standards, strengthen buyer preferences, and
make it easier to identify suppliers.

Consumers want brand names to help them

identify quality differences and shop more efficiently.

29

2. Brand sponsor decision
The product may be launched as a manufacturer brand, sometimes called a national
brand, or a distributor brand, often called a private label or ‘own brand’, or using a
licensed brand name. Kellogg and IBM sell virtually all of their output under their
company brand name. Hart Schnaffer and Marx sell some of its manufactured clothes
under licensed names such as Christian Dior and PieiTe Cardin.
In recent times, consumers are no longer choosing from a prefen'ed brand, but from a
set of acceptable brands.

3. Brand name decision:
There are four strategies available:
(i)

Individual names means that the company does not tie its reputation to
the product. If the product fails or is of low quality, the companys
name or image is not hurt.

For example, Seiko produce a lower-

quality line of watches called Pulsar without diluting the Seiko
company name.
(ii)

Blanket family names are adopted by Heinz. Development costs are
lower because there is no need for name research or heavy advertising
expenditures to create brand name recognition.

(iii)

Separate family names for all products is often desirable where a
company produces different products in unrelated sectors. Swift and
Company developed separate family names for its hams (Premium)
and fertilizers

30

(iv)

Company trade name combined with individual product names. This
is often pursued by Kellogg with products branded as Rice Krispies.
Fruit n Fibre and Special K.

4. Inl and strategy decision
There are five choices available to the company.
(i)

Line extensions consist of introducing additional items in the same
product category under the same brand name, such as new flavours or
forms such as Actimel yogurts, Actimel yogurt drinks and Actimel
twin pot yogurts.

(ii)

Brand extensions may be used to launch a new product in other
categories using its existing brand name.

Gap fashion stores now

feature its name on soap, shampoo, lotion, conditioner, bath gel and
perfume spray.

Brand extension involves risks because the new

product might disappoint buyers and damage their respect for the
company’s other brands.
(iii)

Multibrands involve the company introducing additional brands in the
same product category.

Procter and Gamble markets nine different

brands of detergent, which are Ariel, Tide, Dawn, Bold, Daz, Mr
Clean, Dreft, Bounce and Swifter. This strategy allows the company
to secure more shelf space for its brands.
(iv)

New brands when a company launches products in a new category.
For example, Procter and Gamble who primarily are concerned with
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household cleaners and personal hygiene products launched Pringles
potato chips using a new brand name.
(v)

Cobranding: where two or more well-known brands are combined in
an offer. Each brand sponsor expects that the other brand name will
strengthen preference or purchase intention.

Examples include the

Volkswagen Polo and the Polo mint, or Texaco and Disney.

5. Brand repositioning decision
However well a brand is cuiTently positioned, the company may have to reposition it
at a future date in light of changing consumer preferences and increased competition.
Positioning of the brand is the promise of what it offers to the consumer in both
functional and psychological benefits. (Murray, 1998) The positioning is thus based
on the essence of the brand, which is the relevant and distinctive substance of the
brand. Macrea (2002), defines brand essence as the central nature of what the brand
represents to all those who come into contact with it. Harley Davidson motorcycles
are considered by their owners to be a companion as much as a vehicle.

The

personality of a Harley Davidson motorcycle is an American-style, machismo
original. Brand essence should not be an advertising slogan, or a description that will
change with every communication. Essence should be a long term positioning which
changes rarely and is more like a mission statement for a brand.
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2.0.3 Brand Name Selection:

A big decision is taken by the company when it chooses a suitable brand name for its
product. However, it must also decide whether it will use individual brand names or the
company name combined with the product brand name eg. Cadburys
Time-Out.

De Chernatony and Me Donald (1997) say that it is possible to categorise brand names
along a spectrum, with a company name at one end and with individual brand names
which do not have a link with the manufacturer at the other end of the spectrum. There
are varying degrees of company associations with the brand name, some brand names
caiTy strong company endorsement, while others have weak company endorsement.
Often, customers will feel less nervous about trying a new product from a well-known
company when the brand name chosen for the product is strongly endorsed by the
company.

Nonetheless, whilst the brand can gain a number of benefits from being linked with a
company name, the specific values of each brand still need to be conveyed. Riezebos
(2003) describe a brand value as a state of mind that is important to consumers and that is
used to decide the mission of the brand. There are advantages in all aspects of
communication to be gained from economies of scale when the organisation ties up the
brand name with its coiporate name. It is critical that the firm knows what the brand
means to the consumer, how the brand's values compare with competitors brands and
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how marketing resources are affecting brand values. There is the question of how
complementary the corporate name or brand is to the individual products that bear its
name.

There are also advantages to be gained from using individual brand names. The main
advantage is that if the new line should fail, the firm would experience less damage to its
overall image than if the new brand had been tied to the company name or brands. Breo
Beer and Hudson ice cider both launched by Guinness in the 1990s were quietly
withdrawn, w'ith apparently little collateral damage to other Guinness products.

The choice of a brand name can be difficult for the firm due to limited number of options.
The brand name should encapsulate the appeal of the brand by suggesting the brand’s
benefits to consumers.

The brand name should be simple to pronounce, free of

unpleasant associations in any language and it should ideally offer promotional
possibilities.

Increasingly firms spend heavily when selecting a brand name to ensure

that it has strong brand image enhancing qualities. (De Chernatony and McDonald. 2000)

Messer (1979) identified the brand name as being the most important element of the
branding mix, because it is the one element you hope never to have to change. Packaging
designs will be updated, advertising campaigns will change, even product formulation
may alter, but the brand name will stay the same.
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The brand name identifies products and services and enables consumers to specify, reject
or recommend brands. It communicates messages to the consumer, it functions as a piece
of legal property in which a manufacturer can sensibly invest, and which through law is
protected from competitive attack or trespass. (Messer, 1979)

Lamb, Hair and McDaniel. (2000) list the following points, which they believe
characterise a good brand name.

Clearly brand names will not have all of these

characteristics, but in choosing a brand name, the company should strive to achieve as
many of the listed characteristics as possible.
It is easy to pronounce
It is easy to recognise
It is easy to remember
It is short
It is distinctive
It is unique.
It describes the product in some way
It describes the product use
It describes the benefits of the product
It has a positive connotation
It reinforces the desired product image
It is legally protectable in home and foreign markets
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The process of successfully selecting brand names can be based on seven essential steps,
as seen in Fig 2.4. This seven step process was used in selecting the Finches brand name
for a range of soft drinks. The expert use of market research in choosing a final brand
name is of critical importance. United Beverages came up with two names suitable for its
soft drink - Finches and Simmons. It was felt that both names appeared to meet branding
objectives and to support the proposed positioning of the new product.

However, in

ratings, the Finches brand name consistently scored highly in areas of positive imagery
and low in the areas of negative imagery. The Finches brand name was launched on the
market in 1990. Advertising support was in the form of a modest newspaper campaign
over Christmas 1990. In June 1991, a major outdoor and radio campaign was initiated.
Media included buses, outdoor sites, radio and Dublin city taxis. In 1992. a national TV
and cinema commercial campaign was launched. (McLoughlin and Feely, 1996)

Fig 2.4: Selecting a Brand Name as used by Finches soft drink.s
1. Define the product and the market
2. Select the branding objectives
3. Select a branding strategy
4. Choose a commercial name
5. Name generation
6. Assess and select brand names
7. Put the brand name in action
Source; McLoughlin and Feely (1996).
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According to Dibb et al (1997) successful brands must;

•

Give priority to quality

•

Offer superior service

•

Get there first

•

Develop a unique positioning point

•

Have a strong communication point

•

Be consistent and reliable.

Romero (1994) acknowledges the characteristics of successful brands.

He says that

throughout the history of brands, they perform three main functions. These functions are
to communicate, to differentiate and to deliver value.

According to Romero, brands

succeed when they do all three simultaneously and well. The successes can go on and on
and need not suffer from a declining life cycle.

2.0.4 Packaging:

Packaging has an important role to play in brand building.

With the proliferation of

brands in retail outlets today, packaging is increasingly becoming a major element in the
marketing mix for a product. As well as having a role in promoting sales, well developed
packaging can reinforce the brand’s image and positioning. Packaging can also provide a
company with an opportunity to differentiate its product from competitors offerings.
(McNamee and McDonald, 1995)
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Most people in marketing agree that success will depend on developing skills in brand
building, d'hat is, using all the company's particular assets to create unique entities that
certain customers really want; entities which have a lasting personality, based on a
special combination of physical, functional and psychological values; and which have a
competitive advantage in at least one area of marketing. (King, 1991)

Landsdowne Marketing Research (1997). reported interesting findings in relation to
consumers' attitudes to different forms of packaging, as shown in Fig 2.5.

Fig 2.5: Consuiner attitudes to packa^intl
Cans

Cellophane

Tin

Box

Plastic bottle

Glass bottle

hags
Keep.s

tbod

14

25

7

18

5

31

Very hygienic

10

23

5

14

7

41

Most

8

44

17

11

7

13

9

35

23

11

5

17

6

39

29

8

5

15

fresh

for

longer

convenient
Protects
groceries best
Would

like

more
groceries
packed

this

way

Source; Landsdowne Marketing Research, 1997.

.^8

F’ackaging has to be carefully planned (Rogan 2000).

Typically, marketers use the

services of design consultants to create or modify packaging.

Designers consider the

nature and positioning of the product and the needs of the marketer. Materials, colours,
illustrations, typefaces and shapes are coordinated to get the message across. Sometimes
packaging redesign is a necessary part of a product revamp. Allied Domecq, the owner
of the Harvey’s Bristol Cream brand of sherry, redesigned its bottle in cobalt blue as part
of its repositioning of sheiry from a sweet drink consumed only at Christmas to
something dry and exclusive.
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2.1 Functions of branding:

Murphy (1998), sees the function of the brand as one of distinguishing the goods of one
producer from those of another, thus allowing consumers freedom of choice.

Branding

may be seen as a creative process. It uses research techniques and the skills of a number
of specialists.

In the end. it is about creating distinctiveness in a customer related

fashion. Unfortunately, Murphy argues most branding seems to be concerned not with
distinctiveness, but w'ith sameness, with camouflaging the brand so that it fits in with the
other brands on the market. To be distinctive, to refuse to follow' the herd takes courage
and it can be highly rewarded. This is consistent with the view that the aim of marketing
is to differentiate the product, and create customer preference for the brand.

In essence a brand is an identifiable version of the product, which a consumer could
perceive as being distinctive in some way from other versions of the product. Usually, a
brand's name attempts to encapsulate the distinctiveness of the brand. Watkins, (1986)
suggested that a brand name is part of the brand image, which can be vocalized, and
should suggest the brand’s personality; a brand mark should offer visual appeal and on
trademarks, offer legal protection.

Aaker (1996), defines a brand personality as a set of

human characteristics associated with the given brand. It includes such characteristics as
gender, age, and socioeconomic class, as well as classic human personality traits such as
warmth, concern and sentimentality.
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Pride et al (1994) define a trademark as a legal designation indicating that the owner has
exclusive use of the brand or a part of the brand and that others are prohibited by law
from using it. To protect a brand name or brand mark, a company must register it as a
trademark with the appropriate patenting office. Trademarks include all signs that can be
used in graphic representations, including words, including names of persons, drawings,
characters, numbers and shapes of goods or of packaging. (Riezebos. 2002)

2.2 Branding strategy:

Yeshin (1998) outlines a series of very different branding strategies adopted by
companies;
•

Manufacturer branding
Multi product branding
Multi branding
Combination branding

•

Mixed branding

•

Private branding

•

Generic branding

2.2.1 Manufacturer branding:

A multiproduct branding strategy uses the strength of the parent name to communicate a
series of common values which endorse all of the products which bear that name. There
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has been a gradual shift from product branding to umbrella branding (3M, Heinz); or dual
branding (Nestle and Kit Kat); or co branding arrangements with complementary
businesses (IBM Personal Computers and Intel chips, Diet Coke and NutraSweet). In
many instances manufacturers maintain several brand names, which are used to identify
separate market categories, but the names are kept distinct from each other to avoid
confusion in the mind of the consumer. For example, Gillette maintains its name for the
personal care market, but uses the Braun brand for the related electrical appliances
market, embracing dry shaving, electric hair dryers and toothbrushes.

Manufacturers who choose to keep the parent name somewhat remote from the end user
adopt Multibranding.

The name Procter and Gamble is little known by consumers,

although the brands they produce are all major players in their respective markets. The
main benefit of multibranding is that it enables the parent company to have competing
products within the same sector of the market.

Also, the company is insulated from

damage should one of its multibrands fail.

Combination branding is the situation where the parent name endorses some products and
where other products are left to stand alone.

For example. Nestle Gold Blend, the

premium quality product, is endorsed with the Nescafe logo; in the cereals, confectionary
and other markets, the Nestle symbol is used alongside that of brand names such as
Cheerios and Kit Kat; while in the bottled water market, the name of Perrier is left to
stand alone. (Yeshin, 1998)
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2.2.2 Mixed branding:

This allows manufacturers to distinguish between products that they manufacture under
their own brand names and identities and those, which are supplied to retailers and
packaged with their retail identities. For example, Britvic sell products under their own
brand names to compete on-shelf with retail competing brands which they have supplied.

2.2.3 Private brandina:

Retailers such as Tesco and Dunnes Stores have developed distinctive positions within
the marketplace in relation to quality, value for money and other dimensions, and the
products that bear their logos reflect those values.

2.2.4 Generic branding:

Some retailers have been content to sell their products under generic or no brand
identities. This stance is often taken to emphasise value for money such as Tesco Value
products and Super Valu Valuesaver packs. The approach has met with mixed success,
although there is little doubt that many of those consumers who purchase products
packaged in this way express satisfaction and rate them highly in terms of value for
money. (Yeskin 1998)
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2.3. New product development (NPD):

Robertson (1998) outlines the steps a NPD programme will invol'4i.i;
•

Understanding market dynamics

•

Understanding consumer habits, attitudes and motivations

•

Creating an idea

•

Assessing the potential of the idea

•

Developing the product to optimise the commercial and market opportunity

Through the developmental phases much will be discovered about the target customer
that help to determine how the new brand or service should be launched. Creativity and
innovation in the launch programme is very important, because the high level of noise
generated in today’s media makes it difficult to stand out. The critical aspect of deciding
how to launch a new brand is what appeals to the target consumer, their habits and
lifestyle. According to Robertson (1998), success in new brand development depends on
insight, intuition, creativity, and attention to detail, objectivity and tremendous
commitment.

2.3.1 New brand development:

The World Intellectual Property Organisation (WIPO) Inten'egional Forum (2002)
recognises that brand creation is a complex process involving various creative and
marketing skills, knowledge and processes.
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The initial stage relates to the development of a product or service and of features to
create the brand.
•

Firstly, there must be a product or service with a market demand or potential demand.

•

In approaching this aspect, it is essential to know and understand what competitors
are doing, and analyse the strengths and weaknesses of their products or services

•

The new product or service must itself be innovative and creative, have extra,
interesting, attractive and/or novel features, appearance and qualities compared with
existing competitive products or services. For goods this will involve sound internal
structural design, eye catching and attractive overall design and shape, added or extra
functional features compared with existing products, having an original design which
does not imitate competitors and by having cost reductions in design and
manufacturing processes and materials.

•

External labelling and packaging should be created that is graphically clear and eye
catching, uses colour and graphic design to enhance recognition and recollection and
differentiates the product from competing offerings.
•

The adoption and use of a good trademark should enhance the brand. A good
trademark should include a word or letters, the inclusion of a logo to enhance and
complement the word or letter adopted.
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The WIPO InteiTegional Forum (2002) outlines best practices in brand creation:
•

Not copying competitors product designs or labeling. An existing patent, design,
trademark or similar rights, or copyright may govern these.

•

Adopting a trademark which is not deceptively similar to any existing trademark

•

Adopting a trademark that is capable of distinguishing the goods or services from
those of others and can be registered.

•

Avoid marks that are purely descriptive of the goods or services.
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2.4 Corporate Brandin» in Ireland:

McGurk (2001) reported findings of a recent survey into corporate branding in Ireland.
As markets and technologies change, and as products and service tangibles are too often
and too easily imitated by competitors, Irish companies are increasingly turning to
branding as a vital source of sustainable competitive advantage. The survey indicates a
radical shift of attitude toward the traditionally neglected area of branding while at the
same time demonstrating that serious work still needs to be done.

Across all sectors

respondents recognised that markets are changing, with 85% reporting major change. In
line with this, 65% of companies invested more than £100,000 on branding in 2000 and
plan to further increase that spend in 2001 and onwards. The survey showed that Irish
business has a clear understanding of the strategic importance of branding in the
marketing mix. 70% of companies claim to have defined a value and a brand proposition,
while an impressive 90% say that they know how their customers perceive their brands.
This points, however, to an apparent discrepancy as more than one third of companies are
failing to cany out brand and design audits. This is despite the fact that two thirds of
companies plan to increase their brand spending

Mahony, (2001), CEO of Tusa describes the challenges associated with branding and
design. In view of the pivotal role that the brand must play in gaining a competitive
advantage, it is clear that building the brand involves continually developing the
customer's total experience of the company, reinforced by the brand and by the brand
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image.

He believes that the total brand experience of Tusa is delivered through the

customer's brand interaction with truly innovative design at the point of purchase.

2.5 Added Values:

.Added values, the beliefs and favourable evaluations that customers hold about the
product, are at the heart of building successful brands.

In tests where customers are

presented with competitive products in an unbranded form, there is often no clear
preference. However, if a respected brand name is attached to the product, a dramatic
shift in customer preference occurs. Not only will people prefer the strong brand name,
but also they will be prepared to pay a higher price for it. Marketers must be aware that
often brands are bought for emotional reasons as well as functional reasons. Reputable
brands provide confidence and allow customers to cut through the risks and complexity
of choice. (Doyle, 2002)

O’Keeffe (2000), acknowledges that branded products command premium prices.
Consumers will happily pay that premium if they believe that the brand offers levels of
quality and satisfaction that competing products do not. The most enduring brands have
become associated with both tangible and intangible properties over time.

The most

successful provoke a series of emotional or inspirational associations in our minds that go
way beyond the physical product. Cadbury has identified these brand values and adjusts
its advertising strategies to reflect these values in different markets. Its strategy can vary
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from increasing brand awareness, educating potential customers about a new product, or
increasing seasonal purchases.
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Hg 2.6 How Brand Identity and Position Creates Value

Source: Aaker, 1996.

50

In Fig 2.6. it is evident that a brand identity and position can do more that help customers
organize information about the brand.

It can also help managers systematize brand

strategies. The manager who is familiar with a brand’s identity and position can quickly
and efficiently choose those actions that are appropriate. Such a manager will ensure that
the company’s advertising agencies and other marketing communication firms are
similarly acquainted with the brand’s identity. (Aaker. 1996).

It is often a difficult task for marketers to create added value for their product through
branding. Doyle (2002) identifies five main sources of brand values:

1. Experience of use. If a brand provides good service over many years of regular use, it
acquires added values of familiarity and proven reliability. By contrast a brand that is
often unsatisfactory in use, or where, through lack of reminders, the customer slips
out of the regular usage pattern will fail to acquire these positive associations.
2. User associations. Advertising and sponsorship are often used to convey images of
prestige or success, or to associate the brand with glamorous events or personalities.
3. Belief in efficacy. In many cases, if consumers have faith in the brand, it is more
likely to work effectively for them.

Comparative evaluations and rankings from

consumer associations, industry endorsements and newspaper editorials can create
1

belief in efficacy.
4. Brand appearance. The design of the brand can affect preference by offering cues to
quality.

5. Manufacturers name and reputation.

In many situations a strong company name

attached to a new product will transfer positive associations, so providing confidence
and incentive to trial. Examples would include Ford, Microsoft, and Kellogg’s.
Rooney, (2001), CEO of Kellogg’s says that the Irish love their brands and this is a
compliment to brand owners, to Irish retailers and to consumer sense.

Evidence

shows that Irish consumers have particular empathy with Kellogg's brand values
because out of 165 countries where Kellogg’s products are sold. Ireland ranks tenth
for sales per capita.

The added value concept is entirely suited to SMEs and the way they do business.
SMEs, because they tend to know their customers intimately, are inherently providing
a customised service, which in turn, incoiporates aspects of added value. (Gilmore et
al,1999).

There is considerable blurring of meaning where there is often no

distinction made between value and added value. In viewing the firm as a value chain
Porter broadens the meaning of value further. Value arises through any aspect of the
product or service which contributes to customer satisfaction. Porter’s Value Chain
perspective, divides a business into a number of linked activities, each of which may
produce value for the customer, with the aim of assessing firm strengths and
weaknesses.

(Porter, 1985)

One of the five primary activities earned out by an

organisation is marketing; the value chain consists of those functions associated with
providing a means by which buyers can purchase the product, while also persuading
them to do so.

The value-chain notion is important because it highlights the
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importance of customer value, and everything an organisation does can be managed
to improve the firm’s overall ability to create and add value. (Miller and Dess, 1996)

Lewis, (1991) recognises the customer as being of key importance to the firm. This is
emphasised by estimates that it costs a company five times more to attract a new
customer than to keep a current one. In order to maintain a high degi'ee of customer
loyalty, the firm must be able to create value and be able to pass it on to the customer,
ensuring that it provides this added value, better than competitors and/or at lower
cost.

Nilson (1992) emphasises the need for value added marketing.

This refers to

fulfilling customers’ wants and needs with products and services that have superior
perceived value. With enhanced value provided to the customer, and with each part
of the business producing value, the firm should be able to ask for higher prices,
and/or incur lower costs, resulting ultimately in increased profitability and improved
financial performance.

This is particularly important to SMEs. which are often

unable to compete with larger firms on price, and so must develop other value-added
strategies.

Levere (1992), believes that added value can be achieved through better marketing,
which goes beyond brand management to include all aspects of the marketing mix. It
is in these aspects that SMEs can create considerable competitive advantage. The
distinctive marketing style of SMEs, created and dictated by their size and close links
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with customers, means that they inherently incoiporate added value into their
marketing activity. From an SME perspective, added value can be achieved through
product, packaging, delivery/distribution, selling, advertising and promotion and
customer service.

Avon Cosmetics is a good example of a company whose brand differentiation was built
on relationships, but which failed to consistently manage the relationships with its dealer
netw'ork. the basis for its differentiation. Avon's success was founded on a network of
housewives going door-to-door selling cosmetics to friends and neighbours, a strategy of
relationship building that it has used since 1886. In the late 1980s, when women were
working outside of the home, Avon was reaching fewer customers and profits began to
slip. In a cost cutting move, it eliminated many of the sales incentives that it had used to
motivate sales representatives to build these one on one relationships. It laid off 600
employees and profits were off 10 percent in the first quarter of fiscal 1993, 7 percent in
the second quarter, 36 percent in the third quarter, and 29 percent in the fourth quarter.
(Hwang, 1995)
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2.5.1 Maintaining Brand Values:

Murphy (1998). believes that brand owners must constantly ensure that the qualities and
values of their brands are maintained. They must continue to appeal to the consumer and
should be developed in order to maintain their attractiveness in a changing society. The
relative slowness of consumers to desert established brands was demonstrated in the
1970s when product quality and reliability at Jaguar Cars plummeted. Sales follow'ed the
product quality spiral downwards, but when a new management restored quality, loyalty
to the brand returned. Brands are fairly robust and capable of surviving in the face of
adversity, but consumers will not maintain their support if quality declines.

Customers buy from those competitors that they perceive as offering the best value.
(Murphy, 1998).

Perceived value consists of three elements; the perceived benefits

offered by the company’s brand; its price; and the other costs of owning it. A company
can gain competitive advantage, therefore, through offering superior benefits, lower
prices or a reduced cost of ownership. The product may command a premium price if it
offers superior benefits with other ownership costs that are lower or at least competitive.
The perceived benefits are a function of the product’s performance and design, the
quality of the services that augment it, the staff who deliver it, and the image of the
brand, which the company succeeds in communicating.

The price is the money the

customer pays to buy the product. Other costs of ownership are those expenses that occur
once the product is purchased. They may include installation, insurance, staff training,
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maintaince. energy consumption, and the psychological costs of risking a switch to a new
supplier.
A competitive advantage is of limited value if a competitor easily imitates it.
Management needs strategies to sustain their advantage by building barriers to entry. The
most common bamers used are the linked advantages of brands and core competencies
based on organisational effectiveness. The reputation of a successful brand built upon
long and successful use, gives customers confidence in the product or supplier and makes
them reluctant to switch. The core competencies of the business are the special technical
and marketing skills built up by staff, which are deployed to continually update, innovate
and enhance the value it offers to its customers.

A business with strong core

competencies and an organisation committed to success sustains its advantage with
learning, change and constant improvement. (Doyle, 2002)
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2.6 Brand Positioning:

Positioning involves the creation of an image for the product or service in order that
consumers can clearly understand what the company provides relative to its competitors.
A critical dimension of positioning is the gaining of an understanding of the needs and
wants of the consumers.

There are a variety of positioning messages, which can be

adopted by an organisation, but the primary requirement is to identify a long term
proposition which locates the brand securely in the minds of consumers. For many years.
Mars was the confectionery bar which “helps you work, rest and play’, whilst Gillette
remains ‘the best a man can get’. (Yeshin, 1998).

Brand positioning is concerned with what the brand actually does and with what it
competes.

The brand positioning starts with the physical, or functional aspects of the

brand. (Me Donald, 1998) For instance, Canada Dry is positioned in the UK market as a
mixer for brandies and whiskies, rather than as a soft drink competing with Coca-Cola
and 7-Up. Tide is positioned as a tough, general puipose detergent, rather than a powder
for woolens. There are usually several main motivators in any market, only one or two of
which are of real importance.
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These dimensions are best seen as bipolar scales along which brands can be positioned
such as:
•

Expensive 1-------------- 2--------------- 3------------------ 4----------------- 5-Inexpensive

•

Strong

1-------------- 2--------------- 3------------------ 4----------------- 5-Mild

•

Big

1-------------- 2--------------- 3------------------ 4----------------- 5-Small

•

Hot

1-------------- 2--------------- 3------------------ 4----------------- 5-Cold

•

Fast

1-------------- 2--------------- 3------------------ 4----------------- 5-Slow

•

Male

I-------------- 2--------------- 3------------------ 4----------------- 5-Female

It is necessary to undertake research in order to establish which of the dimensions people
use as the fundamental basis for buying.

Not all consumers will look for the same

functional performance, so market segmentation becomes important.

The dimensions

and buying motivators of any market will change over time, so research should be
conducted on a regular basis to establish what the main dimensions are and whether the
position of any competing product has changed. In highly mature markets, brands are
likely to be positioned close to one another, indicating that the basic functional or
physical characteristics are less likely to be the sole basis on which a product or service is
selected. (McDonald. 1998).

Aaker (1996) defines brand position as the part of the brand identity and value
proposition that is to be actively communicated to the target audience and that
demonstrates an advantage over competing brands.
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Fig 2.7 riie Nature of Brand Position (Aaker, 1996)
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A well conceived and implemented brand identity and position can be a powerful asset to
a firm, providing a source of sustainable advantage and a vehicle to help manage the
brand.

As seen m Fig 2.7 a brand identity and position creates value by:
1.

Guiding and enhancing brand strategy;

A manager who is intimately familiar

with a brands identity and position can efficiently choose those actions that are
appropriate.

Such a manager will also ensure that the company's advertising

agencies and other marketing communication firms are acquainted with the
brand's identity.
2.

Providing brand extensions: Enriching the brand identity with linked associations
can generate extensions.

3.

Improving brand memorability: A strong, coherent brand identity and position
will be easier to remember. Brands that have no personality will not tend to be
recalled. Consumers remember a product better when it has a strong symbol.
The role of the symbol will be more powerful when it is personally meaningful
and is associated with a visual image.

4.

Providing meaning and focus to the organization: If you have a service quality
identity, employees will realize that service is a priority inside the organization
and expected by those outside.

As a result they will understand what to

emphasise in their jobs and, as important, they are likely to feel commitment. A
strong brand identity position can create a sense of pride and purpose that
motivates employees far beyond short term financial performance goals.
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5.

The Bottom Line: Provides a Competitive Advantage: The brand identity can
provide a value proposition, credibility to other brands and a basis for customer
relationships. In performing one or more of these functions, a brand identity and
position can provide a competitive advantage. (Aaker, 1996)

2.7 Benefits of branding:

An important purpose of branding is to make the product stand out from its competitors.
Branding allows marketers to distinguish their product from all the others available to
customers. Many brand names are familiar to customers and they indicate quality, such
as Kenygold butter, Alfa Romeo cars.

Saatchi and Saatchi (1984) recognise the importance of the brand as perceived by
consumers. They assert that “ when deeply probed, consumers describe the products that
they call brands in terms that we normally expect to be used to describe people. They say
that brands can be warm or friendly; cold; modern; old fashioned; romantic; practical;
sophisticated; or stylish. They discuss the brand persona, its image or reputation, and this
ethos is what characterises a brand. They conclude that all brands, like people, have a
personality of one kind or another.

But like the strongest individuals, the strongest

brands have more that mere personality.

They have character, more depth and more

integrity and they stand out from the crowd.”
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Today, it is almost impossible to think of many products that are not branded. Products
that were once seen as a commodity are now branded.

Kotler (1984) observed that

branding has grown so strong that today hardly anything goes unbranded.

Salt is

packaged m distinctive manufacturers containers, oranges are stamped with growers
names, common nuts and bolts are packaged in cellophane with a distributor's label and
automobile components such as spark plugs, tyres and filters, bear separate brand names
from the automakers.

Brand essence is the internal consumers’ conceptual structure of the brand (Michel and
Ambler. 1998). Brand essence is a term for the core value or set of values that a brand
stands for, this is its DNA (Kelly, 1998). The product, the packaging, price positioning,
advertising and public relation all reinforces the brand’s standing in the mind of the
consumer. These defining values change little over the years, but are inteipreted for each
new generation. Recent Volvo communication offers an example - the dull but worthy
image of ultra safe cars for ultra conservative drivers was transformed in the 1990s.
Volvo are still talking about safety, which is the brand’s essence, but have found a way of
making this essence much more motivating for today’s consumer by suggesting that
safety can be exciting too. (Kelly, 1998)

Branding can bring benefits to three different groups, namely the consumer, the
manufacturer and the retailer. Brassington and Pettitt (2000) outline the main benefits to
each group.
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2.7.1:Benefits of branding to the consumer:

•

Easier prciduct identification

•

Communicates features and benefits

•

Helps product evaluation

•

Establishes product position in the market

•

It minimizes the risk in purchasing

•

It creates interest and character for the product.

•

Psychological benefits from owning a prestige or high fashion brand.

2.7.2: Benefits of branding; to the manufacturer:

•

Helps to create brand loyalty. Brand loyalty will be discussed at length in later
chapters.

•

Defends against competition

•

Creates a differential advantage over competing products

•

It helps to make premium pricing possible.

•

It aids targeting and positioning because it allows the company to develop
different brands for target different segments.

•

It increases the manufacturer’s power over the retailer.

•

Improved product identification

•

Better chance for product differentiation
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2.7.3: Benefits of branding to the retailer:

•

They benefit from brand marketing support.

•

Brands attract customers.

2.8: Disadvantages of brandiim

There are some costs or risks to the manufacturer associated with branding.
Disadvantages of branding identified by Brassington and Pettit (2000) are:
•

There is a danger of proliferation if brands are created to serve every possible
market niche.

•

Retailers are under pressure to stock increasing numbers of lines within a product
area which means that either less shelf space is devoted to each brand, or retailers
refuse to stock some brands such as chocolate bars.

Cadbury's employ

merchandisers who are responsible for stocking the chocolate in designated shelf
space and ensuring that shelf space is maintained. Many fast moving consumer
goods (fmcg) markets pursue a similar policy.
•

Consumers may see too much choice so that differences between brands become
imperceptible to the consumer and confusion sets in.

This is especially true in

the breakfast cereal market, in yogurts and in the spreadable margarine market. It
is also evident in PCs and mobile phones.
•

Higher marketing costs

•

Higher legal costs. (Yeshin. 1998)
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2.9: The Creation of Successful Brands

Advertising alone rarely creates brands.

This is often misunderstood because the

advertising is generally much more visible than the factor which creates the differential
advantage. It is important to note that advertising is not the basis of the brand, rather it
communicates and positions the brand. There is little coirelation between the amount
spent on advertising and the strength of the brand.

A survey on branding by The Economist, 1998 found that people all over the world form
irrational attachments to different products. Humans like to take sides. By most tangible
measures, BMW cars and IBM computers are not significantly better than rivals are, but
customers will pay significantly more for them.

Levitt (1983) provides a framework for understanding how successful brands are created
and why customers are not irrational to choose them. At the core of every brand there is
a tangible product - the commodity that meets the basic customer need. For the thirsty
customer, there is water.

For the manager with a data storage problem, there is the

computer. This tangible product is what economists believe rational consumers should
base their choices on.

Levitt says that in order for the firm to generate sales in a

competitive environment, this tangible core has to be put in the form of a basic brand. It
has to be packaged conveniently, the customer needs to know the features of the product
aid its quality. There are further ways to augment the brand to enhance its value by
guaranteeing its performance, providing credit, delivery and effective after sales service.
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The brand should be designed to facilitate ease of use. Finally, there is a potential brand,
which consists of anything that conceivably could be done to build customer preference
and loyalty.

According to Levitt, the most important steps to be followed are:

1. Quality is first and foremost and is the most important determinant of brand success.
Quality generates higher margins in two ways. Firstly, quality boosts market share
which results in lower unit costs through economies of scale. Secondly, by creating a
differential advantage, quality permits higher price.
2. Build superior service because this is the most sustainable differential advantage.
While products are easily copied by your competitors; service, because it depends on
the culture of the organisation and the training and attitudes of the employees, is
much more difficult.
A survey by Albrecht and Zemke (1985) showed the importance of service. From the
sample survey, 67% of customers changed brands because of poor service. Of these
customers who felt unhappy with the service provided by the bank, hotel or supplier,
only 4% bothered to complain because they did not expect any satisfaction. Of those
that did complain, 91% dropped the brand permanently. Suppliers who dealt with
complaints in a timely and satisfactory fashion retained the vast majority of
dissatisfied customers.

There was some evidence to show that really effective

responses to complaints (so called service recovery) actually increased brand loyalty.
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3. Get there first. Often the most important means of building an outstanding brand is
being first into the market. This means being first into the mind of the customer. It is
much easier to build a strong brand in the customers' mind and in the market when
the brand has no established competitors. Clifford and Cavanagh (1985) found that
pioneering brands earned on average more than one third higher returns on
investment than late entrants. Five ways to get there first are by (a) exploiting new
technology (b) new' positioning concepts (c) new distribution channels (d) new' market
segments (e) exploiting gaps created by environmental changes.
4. Look for differentiation. During brand building the principle is to invest in markets
which are highly differentiated or where such differentiation can be created.

(De

Chernatony and McDonald, 1997)

2.9.1: Differentiation vvlieii branding;

Frankel (2002), cites differentiation as one of the foundations of branding. He believes
that branding is not about getting your target customers to choose one brand over its
competitors. He says that branding is about getting prospects to see the product as the
only solution to their problem. This is helped if the firm is the first to brand its product in
the market.

Frankel believes that advertising grabs the consumer’s attention, but

branding gets their hearts. He believes that firstly you have to create the brand, and then
you raise awareness of the brand.

67

Muiphy (1998) maintains that there is a need for differentiation when branding. There is
no reason for consumers to change their brand if a new product is a copy of an existing
product.

It could be said that own label copies existing brands and offers the same

product at a cheaper price, thus the differentiation is on price. Many own labels are not
exactly the same as the branded product they are modelled on. and the onus is on the
brand owner to ensure that own labels are not a cheaper version of the brand. Therefore,
if the branded product is at risk of being copied, the brand owner will need to consistently
monitor the product category to ensure that this does not happen.

Yeshin (1998) argues that few consumers can differentiate between products on purely
functional grounds, and other dimensions become important to their task of product
selection.

Over time, brands develop a personality of their own.

They are seen by

consumers to be young or old, fashionable or trendy, or boring and out of date.
Inevitably, this is a major reflection of the contribution made by advertising and
promotion, which serve to invest brands with a particular image.

Brands are applied to products and services. Names of authors such as Jeffrey Archer
and Seamus Heaney, entertainers such as Joe Dolan and DlJnbelievables, football teams
such as Manchester United, all have functions similar to brand names.
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2.10: The Life Cycle of Brands:

Rogan (2000), explains product life cycle theory as an attempt to recognise distinct stages
in the sales and profit history of the product. It is based on a biological analogy, whereby
products are introduced, grow, mature, and ultimately decline.

Unlike biological

examples, however, many products may have potentially infinite lives if they are changed
and adapted.

Many brands have been around for more than one hundred years and

continue to prosper, for example Bass beer and Heinz food products.

Life cycle theory has four basic assertions (Rogan, 2()()()):
1. Products have a limited life
2. Product sales pass through distinct stages over time
3. Profits rise and fall at different stages
4. Products require different management strategies at each stage in the life cycle.

Meenaghan and O’Sullivan (1986) propose several factors that can explain the shape and
the length of the product’s life cycle: the product’s characteristics, marketing strategies
employed, external environmental factors, and market-related factors. The shape of the
product life cycle curve is determined not only by analysing these factors but also by the
interaction between them. The product’s life cycle is not necessarily time dependent.

Muiphy (1998), argues that in practical terms most brands need have no lifecycle at all.
Such major global brands such as Kodak, Coca-Cola, Gillette, Schweppes and IBM have
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been with us for generations and are still thriving and enormously successful. Indeed, it
is the potential of such long life which makes new brand development so exciting and
important, and existing successful brands so valuable.

Like other organisms, brands survive only if they are looked after. If Kodak had stopped
product development and innovation with the Box Brownie, the Kodak brand would have
been of interest only to historians. The potentially infinite life of a brand is recognised m
law. Whereas patents have a finite life of, generally, fifteen to twenty years and then
expire, registered trade marks, if properly maintained and renewed, can go on
indefinitely. (Murphy, 1998)
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Chapter 3

Chapter 3: Brand Management

3.0 Introduction

It is critical to the overall success of the firm that the brand is managed skillfully once it
has been developed.

Foster and Davis (1994). see the brand manager as one who is

responsible for recommendations on product development, pricing and advertising.

Watkins (1986) defines the brand manager as an individual with responsibility and
accountability for marketing the brand so as to meet company objectives, usually in the
form of planned absolute or relative sales and/or profit margins. This manager usually
can draw on specialist expertise and liaises closely with promotional, market research and
sales executives.

Watkins sees the role of the brand manager as primarily a planning

function. Brand managers have to take into account market needs and competitive action
with the vital coordination and control roles incoiporated.

The brand manager plans the marketing strategy for his brands.

He coordinates the

implementation of this strategy so as to form a brand image, which is valued by
consumers. He must also control the implementation of brand marketing strategy so as to
ensure that planned objectives are met, especially in light of competitive action and
reaction to the brand. The brand manager needs to be flexible to change plans at short
notice should competitive conditions dictate. (Watkins, 1986).
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Bureau (1981) describes the brand manger as one who makes nothing, sells nothing, buys
no raw materials, and creates no advertising. He is hired specifically on the basis that,
being uninvolved in administering and controlling the ‘doing’ functions of the company,
such as production, sales, HR, finance and purchasing, he may lend all of his energies to
planning for the brand entrusted to him and execution of those plans. The brand manager
concept rests first and foremost on the belief that planning the revenue earning
competence of a product in the marketplace is vital to the company.

The simple definition of a brand manager, as someone who plans and controls the
achievement of revenue may suggest that such a role is solely financial.

While the

revenue element is probably a major criterion of effectiveness in judging the work of the
brand manager, his activities and responsibilities range as widely as those factors within
the market place which lead to revenue earning: product, price, promotion and place.
(Bureau, 1981).
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3.1 Advantages of the brand manager

Advantages of a brand manager organisational structure are that one individual is
responsible for harmonizing the marketing programme for the brand and should spot
market trends as they develop more quickly than with any other structure. Small brands
are not ignored. The brand manager must be given the necessary authority to effectively
caiTy out these functions. There must be formal lines of communication between the
brand manager and the rest of the organisation. The researcher is particularly interested
in how smaller firms manage their brands. Do they typically use a brand manager or is
managing the brand the responsibility of somebody who holds a wider brief within the
organisation.

3.1.1 Responsibilities of brand managers

Baker (1997) identified key activities that brand managers should focus on

1. Establishing the product’s marketing objectives.
2. Planning marketing, product and packaging activities to achieve product objectives.
3. Determining an expense budget for each of the marketing activities.
4. Scheduling the marketing activities, especially for type, frequency and timing of
promotion.
5. Establishing ongoing measurement and control procedures.
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6. Communicating the plan to ensure understanding by those who will implement it,
especially the sales force.
7. Creating and managing enthusiasm for the plan.
8. Monitoring progress and effectiveness of performance according to pre-established
standards.
9. Specifying coiTective action when plan and performance are at variance.
10. End of year report to management.
11. Cany out a post mortem on the plan and a reevaluation for learning purposes.

3.1.2 Product Category Management:

Jobber. (1998) believes that criticisms levelled at the brand management system such as
conflict, the likelihood that brand managers are cost and inwardly focused, and the
demands of the trade have led to major companies considering category management as
an alternative.

Instead of separate brand managers, category teams manage several

related brands belonging to the firm, with specialists handling advertising, sales
promotion, line extensions, packaging and customising each category's product mix,
merchandising and promotions on a store-by-store basis. The result is that brands are
managed as a portfolio, thus reducing conflict; the number of management layers are
reduced, thus lowering costs, and the customer is in sharper focus. Procter and Gamble
(P&G) have introduced a strong category focus in managing its brands. P&G found too
much competition among its own brands within each category; its Cheer brand started to
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copy the claim of its Tide brand, thus diluting Tide's positioning. Now brand managers
at P&G are now accountable to a new corps of category managers who resolve conflict,
protect positionings. allocate budgets, and develop new brands for the category. Colgate
recently moved from brand management (Colgate toothpaste) to category management
(toothpaste) and then to a new stage, customer need management (oral health). This last
step gets the organisation to focus on a customer need. (Kotler, 1991)

Lever Brothers have also moved down the route of category management.

They no

longer have a marketing director. Instead, two business units, fabrics and homecare, with
two parallel marketing teams have been set up. A consumer marketing team focuses on
consLimer/brand marketing, and a new category marketing team moulds brand plans to fit
the requirements of retailers especially the supermarket chains. For example, if a new
brand were being considered, it would be developed only if it makes sense in the trade’s
vision of the category. The category management team can help retailers determine the
best category mix of brands for a given store or a specific community.

De Chernatony and McDonald (1998), define category management as a process in
which both retailers and manufacturers manage product categories as business units. For
retailers who are faced with the challenge of ever increasing numbers of new brands and
increasing consumer sophistication, category management may be a solution. It involves
the control of each category as an independent business, and customisation of the product
categories on a store-by-store basis to satisfy local customer needs and maximize
profitability.

For manufacturers managing families of brands and competing for shelf
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space, category management offers the opportunity to increase sales and build brand
share by helping retailers to identify the best category mix for a given store area.

Harlow (1995) defines category management as joint strategic planning with retailers to
build total category sales and profit for mutual benefits. This is further explained in Fig
3.1.
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Fie 3.1 The essence of category management (Harlow, 1995);
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benefits
sales

through
of

their

To thrive, suppliers need to exploit the increased category consumption they have helped
to generate.

The suppliers who gain from this are the category leaders and in each

category, only one manufacturer takes this position. To be a successful category leader, a
manufacturer must provide consumer expertise, a high level of innovation and effective
information technology.

Traditionally, manufacturers put emphasis predominantly on the brands they produce.
Category management has shifted this focus. The brand still plays a fundamental role,
but it is no longer the focal point. Instead, managers consider how the brand fits with the
category and how the manufacturer could be better structured to deliver better brand
benefits. The company needs to be structured so that the emphasis is placed on the long
term building of the brand through innovations within its category, (de Chernatony and
McDonald. 1998)

De Chernatony and McDonald (1998), identify one of the dangers of category
management.

Category managers may drown in a sea of data and thus they need to

identify efficient ways to share market research data about aspects such

as

merchandising, shopper studies and scanning. Better software gives retailers instant and
better access to information on issues such as space allocation, consumer trends and
promotion tracking.
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3.1.3 Problems with a brand nianagenieiit system

In recent years many problems associated with the brand management system have been
recognised. (Baker. 1997). Some of the main problems are:

1. Brand managers are jacks of all trade and masters of none.
2. It is an expensive management system and often only the most successful companies
can sustain the huge costs.
3. It is a myopic management system, in that brand managers are young and intensely
ambitious, hoping that brilliant short-term performance will be sufficient to provide
promotion - few brand managers expect to stay with a brand for more than three
years.
4. Responsibility on brand managers without authority creates many problems,
particularly at the interfaces with other functions, particularly with the sales force,
and the advertising agency.
5. It is a system that encourages number crunching, leaving too little time for strategic
thinking.
6. It is not conducive to effective new product development since it tends to be product
orientated rather than market orientated.

Where companies sell to many markets, through dissimilar distribution channels, and
where customer motivation differs considerably from one segment of the market to
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another. Baker argues that a market manager system is superior to a product management
system.
It appears to the author that many smaller sized enteiprises lack the resources to appoint a
brand manager. For example, the person given responsibility for brand management may
also be responsible for sales and stock control as well as human resources. So it is likely
to be especially true for smaller companies that the person appointed to the position of
brand manager is a jack of all trades and master of none.

F'anning (1995) outlines the idea of brand management as a system whereby each brand
within a company’s portfolio is assigned a manager or management team whose sole
responsibility is the success of that brand. The idea emanated from a Procter & Gamble
employee who was frustrated at the greater resources that P&G were giving to the brand
leader.

According to Fanning, the system has remained more or less intact but has been the
subject of fierce attacks recently. Problems now facing manufacturer brands are being
blamed partly on the inadequacies of the brand manager system, but there is also a feeling
that brand managers have become too divorced from both the consumer and the sources
of real power within companies.

Doyle (2002) argues that brand managers find it easier to make the case for consumer and
trade promotions.

While above the line expenditures are long term, below the line

spending generates short-term results. Because it provides a direct monetary incentive to

consumers or the trade to purchase now, spending on sales promotion has quick impact
and the results are measurable. Another advantage of promotions is that they are variable
costs, incurred as sales are increased. This means that they are self-funding and less risky
than advertising investments. However, promotions do not build brands and their short
term advantage is often at the expense of the brand's long term positioning. Promotions
can, in the long run, erode a brand's values by cheapening its image and focusing
customers on price.

3.1.4 Overcoming the weakness of the brand iiiaiiaaemeiit function

Coopers and Lybrand (1993) present a gloomy view of the performance of the marketing
department. The report concluded that if the marketing department was to survive it
would have to adopt the following four measures:
•

Have within its remit all the processes that contribute to managing the customer
and customer interfaces.

•

Have clear and defined responsibility for these processes - in too many
organisations marketing has only partial responsibility for too many tasks.

•

Focus on activities that demonstrably add value.

•

Be measured and Judged against these tasks.

Fanning (1995) argues that brand management is too important to be left to a marketing
department. The importance of brands to a company's profitability cannot be divorced
from concerns of senior management. All senior managers must take responsibility for
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the strategic development of the company’s brands.

Continuous innovation and

continuous communication are issues at the heart of branding and they require the
cooperation and support of senior production and financial personnel.

Fanning writes that the gi'owing quality and sophistication of retailer brands represents by
far the most serious challenge to manufacturers.

However, dedication to technical

innovation and creative communication will keep retailer brands at bay. In understanding
the issues facing brands and in order to regain the initiative. Fanning recommends the
following points to retailers:
•

Accept the fact that retailer and distributor brands are brands in their own right.
Both manufacturers and retailers can undertake the marketing of brands.

•

Retailer brands are not homogenous. At least four categories can be identified
from simple generic, to retailer price led and retailer quality led, to exclusive
retailer brand. Each category has different competitive implications. In order to
compete, manufacturer brands need to have a better understanding of the different
‘need states’ that they fulfill in the minds of the customers. This information will
be essential for the accurate targeting required in a more competitive situation.

•

A potentially powerful defense of manufacturer brands is their company’s
manufacturing history - a history that no retailer can match. Consumers have
always responded to messages about genuine pedigree and provenance.

•

The interpretation of market research results needs to take into account the
growing marketing literacy of consumers.
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•

Being closer means watching consumers in action, not just reading about them in
the pages of market research reports.

Senior management needs continuous

exposure to real consumers in actual purchasing situations.
•

The company behind the brand needs to be treated as a brand.

This has the

potential to be used as a competitive advantage for manufacturer brands.
•

The management of brands is the responsibility of senior management, not just
brand managers. (Fanning 1995)
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3.2 Focus of brand management

Doyle (2002), believes that brand management is at the centre of the conflict between
short-term profits and long-term investment.

For most successful companies, their

brands are their most valuable assets. Brands generate customer loyalty and through this
they build profit, growth and shareholder value. Yet in many western companies. Doyle
argues that the task of building and sustaining the company’s brands has not attained
priority on the board's agenda.

The major reason for neglecting brands has been the short-term pressures that
management feel they face.

The priority of many companies is short-term company

profits, and companies have built management incentives and bonus schemes around
achieving short-term profit targets. The ethos in many companies is for quick results;
managers are expected to show results fast and high flyers anticipate rapid career
progression. These pressures detract from long term consistent investments that brands
require. Investing in brands fits badly in a short-term profit oriented business. Building
and sustaining brands requires a long-term focus. It takes years to develop a brand image
and augment it with support services and product enhancements.
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Lane Keller (2003) list four main steps in the strategic brand management process:
1. Identifying and establishing brand positioning and values. Brand positioning is
the act of designing the company's offer and image so that it occupies a distinct
and valued place in the target customer's mind. The goal is to locate the brand in
the minds of the consumers such that the potential benefit to the firm is
maximized. Brand values are the set of abstract associations that characterise a
brand.
2. Planning and implementing brand marketing progiammes. This involves creating
a brand that customers are sufficiently aware of and with which they have strong,
favourable, and unique brand associations.

This knowledge building process

involves
•

Choosing brand elements. A brand element is visual or verbal information
that serves to identify and differentiate a product.

•

The marketing activities and supporting marketing programme and the
manner by which the brand is integrated into them.

•

Other associations indirectly transfeiTed to the brand by linking it to some
entity.

3.

Measuring and interpreting brand performance.

To understand the effects of

brand marketing programmes, it is important to measure and interpret brand
performance. A useful tool in this process is the brand value chain as seen in Fig
3.2.

This is a means to trace the value creation process for brands to better

understand the financial impact of brand marketing expenditures and investments.
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Fig 3,2 The Brand Value Chain
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-Market Dynamics
-Growth Potential
-Risk Profile
-Brand Contribution

4. Cirowing and sustaining brand equity. This can be obtained through the skillful
design and implementation of marketing programmes that capitalise on a well
conceived brand positioning.

The interweaving of brands, now commonplace in business, is changing the rules of
brand management.

Back when most brands succeeded or failed on their own merits

such as the quality of the products or services they represented, their positioning in the
marketplace, or the appeal of advertising campaigns, brand managers were able to
manage them as stand alone entities.

Lederer and Hill (2001) recognise that brand

management is considerably more complicated today. It requires more attention to the
complex intersections between the brands of competing companies. It still reflects two
outdated assumptions that companies need to concentrate only on their own brands and
that each brand manager works on one brand at a time.

3.2.1 Brand investment

Another disincentive to invest in brands is that the resulting assets do not appear on the
balance sheet. If a company fails to invest in its physical assets, this will show up on the
balance sheet. But, brand investments are treated by the majority of firms as costs, which
like other overhead expenses reduce the company’s profitability. Few companies have
management accounting systems that effectively distinguish between brand building
investments and overhead costs, and so both are treated as low value-added activities
which can be cut back as necessary to boost profitability. (Doyle, 2002)
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3.2.2 Brand disinvestments

For management under pressure to boost short-term profits, brand investments are
tempting targets for cost cutting. Brand dis-investment has the opposite effect to brand
investment.

While the beneficial effects of the latter come slowly and the apparent

negative effects on profits are immediate, with brand dis-investments. the beneficial
effects on profits are quick and the negative impact on the brand’s market position occurs
slowly.

For example, taking €1 million out of the advertising budget of a strong established brand
such as Kit Kat or Nescafe would in the short term, have a negligible effect on market
share and would consequently boost cuiTent profits by €1 million. Managers are often
tempted to believe that cutting back on brand support is less risky because the costs are
not immediately apparent.

Later, they discover that market share, once given up, is

almost impossible to regain. (Doyle, 2002)
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3.3 Traditional brand nianagenient

A traditional brand map arranges a company's brands along organisational lines. There is
little regard to how the brands inlluence customer perceptions and no regard to how they
connect with brands of other companies. Lederer and flill (2001) believe that an entirely
new mapping tool is required that reflects the ways brands actually appear to customers.
They advocate a broader definition of a brand portfolio, which includes all the brands that
fa:tor into a consumer's decision to buy, whether or not the company owns them. Dell's
brand portfolio, for example, would include Pentium and Windows.

A brand portfolio redefined in this way arranges all of the company's brands into a simple
hiarai'chy, with the corporate bi'and at the top. The advantage of the ti'aditional hierai'chy
is that it allows all the brands owned by a company to be shown on a single page. The
diradvantage is that it I'eflects the view from the inside and it ignoi'es the customer.
Brand mapping needs to become three-dimensional to take the customer into account. In
a brrand por'tfolio molecule, individual brands take the for'm of atoms and they are
clrstered in ways that reflect how customers see them.
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3.4 Successful brand management by C&C

C & C Group are one of the largest manufacturers, marketers and distributors of branded
drinks and savoury snacks in Ireland. The group distributes in Ireland several leading
international brands owned by third parties, such as 7Up and Pepsi soft drinks, Volvic
and Evian bottled water, and a wide portfolio of wines and spirits. Internationally, the
Group owns several spirits and liqueurs such as Tullamore Dew. Carolans and
Frangelico. Through its key brands, the Group holds leading positions in several growth
categories within the drinks and savoury snacks sectors in Ireland and internationally.
(C&C Group pic Prospectus, 2002)

A comprehensive sales distribution network in Ireland and Northern Ireland reinforces
the Group's brand position with consumers. Additionally, C&C has selectively deployed
its skills in brand management and brand building in international markets. Five of their
strongest brands generated 45% of the Group’s revenue in financial year 2001. (Fig. 3.3)
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Figure: 3.3 C&C Portfolio of Brands
Business
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Source; C&C Prospectus. 2002.
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C&C’s brand management and brand building skills are demonstrated by the Group's
success in influencing consumer trends and driving overall category growth in Ireland.
C&C successfully repositioned Bulmers during the 1990sas a premium long alcohol
brand.

The volume of the Irish cider market has been increased more than fivefold

between 1990 and 2000.

C&C have been instrumental in expanding the bottled water market through Ballygowan.
Within the savoury snacks sector, the board of C&C intends to target further growth
based on continuing successful brand management strategies, launches of new products
and the acquisition of further agency brands.

The Group's strong brand position is underpinned by its direct sales and distribution
networks for beverages and savoury snacks.

In Ireland it includes a direct sales force to

approximately 6,000 pubs and direct store distribution systems to over 5,800 grocery
outlets.

The Group's strategy is to drive revenue and profit growth through skills in

marketing and brand management, the use of its direct sales infrastructure and through
focusing on maintaining its leading positions in several growth categories.

The C&C success shows the power of a company owned fast moving consumer goods
(fmcg) sales and distribution network in maintaining high performing brands and in
introducing new brands. The distribution strength enjoyed by C&C brands stands in stark
contrast to the experimental and often faltering sales and distribution arrangements of
small firms. This point will be examined in the course of the primary research.

93

3.5 The future of brand management:

Kotler (1991) believes that brand managers are under great pressure to produce increased
profits while being given less latitude for achieving them. Companies are wondering if
they need all the gi'oup brand managers, brand managers, associate brand managers and
assistant brand managers.
Companies are facing three environmental forces that are calling into question the whole
concept of brand managers:
1. Growing bargaining power of the distribution channels and growing importance of
sales promotions.

Supermarket chains and mass merchandisers are growing more

powerful and are demanding better terms from consumer packaged goods companies
in return for scarce shelf space.

In response brand managers increase promotional

campaigns and as a result have less funds to build their brand franchises.
2. Declining cost effectiveness of mass advertising.

Brand managers are finding that

they have less money to spend advertising. Mass advertising, particularly network
television is becoming less cost effective. The money can be spent more effectively
by studying category and brand interest levels market by market.
3. Declining level of customer brand loyalty. Consumers are subject to so much dealing
that a growing number are deal prone rather than brand prone. The customers’ set of
acceptable brands is increasing. As more customers switch their brands each week
depending on deals, brand shares become more volatile.
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Chapter 4

Chapter 4: Brand Loyalty

4.0 Introduction:

The Oxford English Dictionary (1994) defines loyalty as "True or faithful, steadfast in
allegiance, a feeling of loyalty"

Marketing Network (1999) defines loyalty as "Building a customer or client-base that
will repeatedly use your particular product or service, with the aim of long term or even
lifetime loyalty"

Doyle (1997) says that successful brands achieve higher customer loyalty. Unsuccessful
brands or new brands have to attract customers. This affects the net margin because it is
much more expensive in advertising, promotion and selling to win new customers that to
hold existing satisfied customers. One study suggested that it cost six times as much to
win new customers as to retain current users (Peters, 1988).

Doyle (1997) says that strong brands can override the occasional hitches and even
disasters that can destroy weaker brands.

From the manufacturer viewpoint, it is vital that their brands are stocked by each of the
major intermediaries. The question needs to be addressed as to whether the customer is
brand loyal or store loyal. Many stores such as Tesco and Dunnes Stores give bonus
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points to shoppers based on their total spend. How does the shopper react if a brand is
not in stock in the 'usual’retail store? Does she buy an alternative brand from those in
stock; make a separate shopping trip to obtain the brand; or does she switch store loyalty
and do her shopping elsewhere? By consumer advertising to build up brand image in the
consumer's minds, the manufacturer can pressure the retailer to stock particular brands.
This issue is greatest with new brands because manufacturers have to persuade retailers
to make shelf space available for the new offering. As retailers do not usually have shelf
space available, this is often achieved only by reducing the shelf space available to
existing brands. It is easy to see how a small or new company is handicapped by the lack
of resources if launching a product in competition with large well known brands that are
well resourced, advertised and distributed.

4.1 Brand relationships:

The primary benefit of focusing on customer relationships is increasing retention and
optimising lifetime customer value.

It is more economical to retain a customer than to

acquire a new one and the same is true for most other stakeholders, especially
shareholders and employees.

The objective of focusing on retention to build loyalty.

Duncan and Moriarty (1997) state that one reason why most companies lose customers is
that they perceive their level of customer satisfaction to be far higher than what it really
is.

It is now necessary to redefine brand loyalty. It no longer means, especially for

profitable customers, that you get 100 per cent of their business.

In most business

categories, a margin optimisation analysis will show that spending to get 100 per cent of
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a customer's business is not profitable because it is nearly impossible to do. Acquiring a
customer merely means getting on their menu of “okay to buy”. Retaining a customer
means staying on that menu. Growing a customer means increasing your share of his or
her spending. An acquisition investment is lost when the customer is lost. Another cost
of losing a customer who has had a bad experience with your brand is the subsequent
negative word of mouth. It is not unusual for unhappy customers to tell at least 10 others
of their satisfaction.

Duncan and Moriarty (1997) believe that thinking of relationships only in terms of repeat
sales is still transactional thinking. When a strong brand relationship is formed there are
more benefits for the company that just repeat sales. It has been found that profits per
customer increase with customer longevity because the longer customers are with a
company the more willing they are to pay premium prices.

However, brand loyalty is declining, partly because of marketers’ increased reliance on
sales coupons and other short term promotions, and partly because of the sometimes
overwhelming an'ay of similar products from which consumers can choose.
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4.1.1 Benefits of brand relationships:

Benefits of good brand relationship accrue both to the company and to the customer
Fig 4.1 Value of Customer Loyalty to the Brand

Benefits 4'o The Company

Benefits To The Customer

Buys more per year

Reduces risk

Less costly to sell

Simplifies choices

Less costly to service

Saves search time

Will ling to pay higher prices

More efficient transactions

Provides valuable feedback

Eliminates

switching

costs

(finding,

screening, setting up new systems)
Makes refeiTals

Minimizes cost of educating suppliers

Convenient test pool

Recognized by company

Source: Greene, 1996
An English company. Direct Line Insurance, who depended heavily on insurance brokers
selling for them on commission, discovered the value of refeiTals. Cost savings were
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achieved after the company did customer research and found that 50 per cent of its new
business was coming from referrals. With this information, marketing began to put more
effort on motivating cun'ent customers to recommend others and therefore was able to
bypass the brokers. The company now has a 30 per cent share in the insurance market.
(Green, 1996).

The most important reason to track customers, besides being able to have a puiposcful
dialogue with them, is to determine their life time value to the company.
2003).

(Riezebos,

Software programmes have been developed to do this, based on the product

category and the cost associated with servicing customers. Lifetime customer value is
determined by multiplying the average length of time that a customer stays with a brand,
by that customer's average annual contribution to profit, minus the cost of maintaining
the relationship. The lifetime customer value should then be discounted based on the
current cost of money to represent net present value.

Many companies decide not to

measure customer value because it is deemed to be too complicated. Part of the problem
is accounting systems that don’t accurately reflect true costs of poor service, lost business
and the value of cash flow over the lifetime of a client relationship.

To determine what relationships are profitable, one must also consider that different
customers provide different types of support.

One customer could be a strong brand

advocate and be responsible for bringing the company new customers, even though that
customer’s sales level might not be very high.

Also, the largest customers are not

necessarily the most profitable because they often use their size to bargain for the lowest
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prices.

In a survey earned out by DIRECT magazine (1992), it was found that most

companies do not estimate lifetime customer value and they don't have a proper balance
of acquisition and retention programmes.

The survey found that marketers are more

likely to use their direct marketing budgets, which are based on individualised media and
messages to gain new customers rather than to retain current ones.

There area number of benefits to a customer for being brand loyal, even when they are
being loyal to several different companies at once. Loyalty reduces the risks encountered
when switching to a new' brand. It also simplifies choice since the customer is familiar
with the company’s offerings and doesn’t have to learn new model numbers. Staying
with a brand eliminates switching costs, which is learning about a new company or
product.
switching.

The more relationship links and bonds are in place, the higher the cost of
These benefits result in the customer being more efficient in his or her

buying, which can save both time and aggi'avation.

A successful brand is nothing more than a successful relationship. (McKenna, 1991).
There is a direct link between integrated marketing and managing relationships. The
marketer inust be an integrator, both internally and externally, bringing the customer into
the company as a participant in the development and adaptation of goods and services.
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4.2 Brand loyalty

Pride et al (1994) believe that branding helps sellers by fostering brand loyalty. Brand
loyalty is a strongly motivated and long standing decision to purchase a product or a
service.

To the extent that buyers become loyal to a specific brand, the company’s

market share for that product achieves a degree of stability, allowing the firm to use its
resources more efficiently. When a firm succeeds in fostering some degree of customer
loyalty to a brand, it can charge a premium price for the product. Brand loyal buyers of
Anadin are willing to pay two or three times more for Anadin that for a store brand
aspirin with the same amount of pain relieving agent.

Riezebos (2003) acknowledges that brand loyalty is a lot more than a repeated purchase
alone; the difference between brand loyalty and repeat purchase behaviour is rooted in
the psychological determination of brand loyalty. In other words, Riezebos argues that
repeat purchase behaviour is no more than a repeated purchase, where the consumer buys
the same brand again for reasons of ease, routine and the like. Brand loyalty is associated
with a psychological ‘commitment’ of the consumer to that brand. The success of a
brand can be strongly determined by consumers loyal to the brand. These consumers can
provide significant savings in marketing communication for an organisation.
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Rossiter and Percy (1997) present a five-category taxonomy of buyers from the
perspective of target audience selection:
1. Brand loyals: consumers who regularly buy the brand in question.
2. New category users; consumers who just entered the category by buying the brand m
question.
3. Favourable brand switchers; consumers who occasionally choose the brand from a set
of brands.
4. Other brand switchers; consumers who choose a brand from a set of brands, but do
not buy the brand in question.
5. Other brand loyals: consumers who regularly buy a brand other than the brand in
question.

Jones and .Sasser (1996) relate that 65-85% of defected customers had previously stated
themselves to be satisfied or very satisfied with the brand they used and that satisfied
customers defect six times more often than very satisfied customers. Their conclusion is
that, in the case of real brand loyalty, customers need to be more than Just satisfied,
confirming the standpoint that brand loyalty is a psychologically rooted concept.

A Wall Street Journal survey (1989) found that 12 per cent of consumers are not loyal to
any brand, whereas 47 percent are brand loyal for one to five product types. Only 2 per
cent of respondents were brand loyal for more than 16 product types.

To stimulate

loyalty to their brands, some marketers are stressing image advertising, mailing
personalised catalogues and magazines to regular users and creating membership clubs
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for brand users. Sometimes customers make repeat purchases of products for reasons
other than brand loyalty.

Spurious loyalty is not stable and may result from non

availability of alternative brands or the way in which products are displayed in retail
outlets.

Fig 4.2 Brand loyal customers
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Source: Wall Street Journal, 1989.

Dibb and Simkin (1994) consider the complexity and the competitiveness of the hotel
industry.
restaurants.

Branding is hampered by the uniform look of most hotel bedrooms and
Services are difficult to both brand and differentiate from competitors’

104

<?P

offerings. The leading international hotelier Forte, based in the UK, underwent a wellpublicised and expensive re branding of all its diverse activities, including its expanding
hotel division. Very few people are brand loyal to a particular hotel chain. For most
people the destination is selected first, either for business or vacation, with the choice of
hotel a secondary choice. Hotel users tend to experience rival companies' hotels. Few
are brand loyal when compared to fast moving consumer goods or financial services.
Forte hotels left the visitor in no doubt as to which hotel they stayed in. Branding ran
through from stationery and literature to signage and flags.

However some of the

acquired hotels used dual branding which was a little confusing. The Post House chain
was promoted separately under the Post House brand, but also clearly signed for visitors
under the Trusthouse Forte brand and it was included in all Trusthouse Forte brochures.
In the 1980s, the diversity of the Trusthouse Forte branding was further complicated as
the company attempted to group hotels under various banners such as Exclusives, Forte
Hotels and Post Houses. The expansion of the budget chain Travelodge added another
brand. The Exclusives and the Forte hotels all had separate hotel identities. The problem
was how to achieve identification with the Trusthouse Forte name. The company faced a
problem of quality control common to many service providers. The company regrouped
and rebranded its hotel portfolio in the late 1980s. The aim was to have clearly defined
product offers with similar hotels targeted at like minded customers, grouped together.
- I

Within each category, hotel image, facilities, pricing and service levels were to be of a
similar standard.

Trusthouse Forte as a company was renamed Forte pic, with the

familiar ‘thf logo and brand name dropped totally.

From aiiport catering, through

motorway service areas, to Little Chef roadside restaurants, all operating divisions were
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rebranded as Forte. The hotel group has attracted major international competitors such as
Hilton and Holiday Inn.

Most of these competitors have brands and marketing

programmes designed to attract the key market segments. For Forte, the problem is how
to market its hotels, promoting its portfolio of sub brands to so many customer segments.
The rebranding under Forte has given the company renewed resolve to remain as the
UK’s leading hotels group; the initiative has additionally brought the company’s name
increasingly to the attention of the consumer.
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Chapter 5

Chapter 5: Brand Equity

5.0 Introduction:

Brand equity as defined by Doyle (2002) is the value of additional cash flows generated
for a product because of its brand identity.

Developing brand equity is extremely

important for top management because it is a key determinant of coiporate value.

Bettis (1995) defines brand equity as the added value provided to a product or company
by its brand name. It is the financial advantage of a brand over a generic or less worthy
brand.

Brand equity does not just occur of its own accord.

It is results from a

combination of quality product, advertising, marketing programs, point of sale
programmes, and customer service programmes. All of these create a bundle of customer
experiences that creates the ultimate brand image. The brand is an intangible asset on the
balance sheet, but usually it does not appear on the balance sheet. If it is managed and
nurtured, it becomes a significant asset.

A brand is not only a significant source of

competitive advantage and future earnings, but also, Pettis argues, it is a company’s most
important asset.

Aaker (1991) defines brand equity as a set of brand assets and liabilities linked to a
brand, its name and symbol, that add to or subtract from the value provided by a product
or service to a firm and/or to that firm’s customers. For assets or liabilities to underlie
brand equity they must be linked to the name or symbol of the brand. If the brand’s name
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or symbol should change, some or all of the assets or liabilities could be affected and
even lost, although some might be shifted to a new name or symbol.

The assets or

liabilities on which brand equity is based can be grouped into five categories:
1. Brand loyalty
2. Name awareness
3. Perceived quality
4. Brand associations in addition to perceived quality
5. Other proprietary brand assets - patents, trademarks, channel relationships, etc.

Aaker (1991) provides a diagram in Fig 5.1 for summarizing brand equity. The five
categories of the assets that underlie brand equity are shown as being the basis of brand
equity. The figure also shows that brand equity creates value for both the customer and
the firm.
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Fig 5.1 Aaker’s Model of Brand Equity
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Yeshin (1998) recognises two contrasting views of brand equity.
(i)

the financial perspective. The brand is viewed as an asset which can be used
to deliver incremental cash flows. Thus, brands with greater equity can be
expected to result in greater market shares, opportunities for premium pricing,
reduced promotional costs, and increased trade leverage.

(li)

The marketing perspective.

The brand is viewed from the consumer’s

perspective. Those brands which have achieved substantial equity are those
which can sustain a platform of premium quality, differentiated clear imagery,
and a unique value proposition.

Srivastava and Schocker (1991) state that brand equity subsumes brand strength and
brand value. Brand strength is the set of associations and behaviours on the part of a
brand's customers, channel members, and parent coiporation that permits the brand to
enjoy sustainable and differentiated competitive advantages. Brand value is the financial
outcome of management’s ability to leverage brand strength via tactical and strategic
actions in providing superior cuiTent and future profits and lowered risks.
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5.1 Methods of valuing a brand:

It is widely accepted that the main purpose of a business is to make a profit.

Most

businesses are profit oriented as opposed to being customer oriented. It is important that
companies understand the benefits of branding to themselves, to the customer and to the
retailer who stocks their product. The company also needs to understand the various
ways in which a brand can be valued in monetary terms.

De Chernatony and Me Donald (1998) analyse five methods, which are used to measure
the value of a brand.

1. Calculate the brand’s value based on its historical costs.

These are aggregated

investment costs such as marketing, advertising and R&D expenditure, which have
been spent on the brand since its original creation. However, this method makes an
assumption that all of these costs are effective. It is necessary to decide how past
costs should be adjusted for inflation.

Several years will have passed before the

brand is deemed to be successful, so a problem arises in deciding when a company
should include the brand’s value on its balance sheet.

2. The valuation of a brand based on its market value assumes the existence of a market
in which brands, like houses are frequently sold and can be compared. However,
since a market does not yet exist there is no means of estimating a market price other
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than putting the brand up for sale.

The price of the brand is determined by the

strategy of the buyer as opposed to the price being offered by the seller.

3. Some customer oriented firms value brands based on the basis of various consumer
related factors, such as recognition, esteem, and awareness.
indicative of strong brands.

Strong scores are

However, it is very difficult to derive an equilibrium

from an amalgam of these factors in order to aiTive at an objective valuation.

4. Another method used to assess the value of a brand is to assess its future earnings
discounted to present day values. I’he problem with this method is that it assumes
historical earnings levels continuing buoyant into the future, even though a brand may
currently be being ‘milked’ by its owners.

5. The most widely accepted way of assessing the value of the brand is derived from
Interbrand (Birkin 1994). This method states that in order to determine brand value, a
company must calculate the benefits of future ownership. The Interbrand method is
similar to deriving a company's market value through its price/earnings ratio, which
provides a link between the share capital and the company's net profits.

P/E =Market value of equity / Profit
Brand Multiple = Brand equity / Brand profit
To calculate the brand value, we multiply the brand profit by the brand multiple:
Brand Profit X Brand Multiple = Brand Equity

113

When calculating the brand profit, several issues need to be considered.

A historical

statement of the brand's profit is first required since today’s profits are likely to provide a
good indication of tomorrows profit levels, provided there is no change in brand strategy.
The brand profit should be the post-tax profit after deducting central overhead costs.
Earnings that do not relate to the brand's profit must be deducted

Amber et al (2000) look for more disclosure of market metrics. Market metrics is a move
away from subjective valuation of a brand, to a range of measures of different aspects of
brand strength and market performance. Market metrics could include:
•

Market share by value and/or volume

•

Marketing investment such as expenditure on marketing intended to build brand
equity
Relative end user satisfaction
Relative price
Perceived product quality
Customer loyalty/retention
Sales to new customers
Share of turnover represented by products launched in the previous three years
A V ai 1 abi 1 i ty/di stributi on

14

The reasons companies are urged to employ market metrics are;
a) To align measurement and behaviour with strategic goals
b) To make marketing more accountable
c) To provide diagnostic information for top management decision making

Aaker (1996) identified The Brand Equity Ten and the measures nominated are giouped
into five categories. The first four categories represent customer perceptions of the brand
along the four dimensions of brand equity - loyalty, perceived quality, associations and
awareness.

The fifth includes two sets of market behaviour measures that represent

information obtained from market based information rather than directly from customers.
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P ig 5.2 The Brand Equity Ten:

Loyalty Measures:
1. Price Premium
2. Satisfaction/Loyalty
Perceived Quality/Leadership Measures
3. Perceived Quality
4. Leadership/Popularity
Associations/Differentiation Measures
5. Perceived Value
6. Brand Personality
7. Organisational Associations
Awareness Measures
8. Brand Awareness
Market Behaviour Measures
9. Market wShare
10. Market Price and Distribution Coverage
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5.2 Brand Relationships:

Duncan and Moriarty (1997) believe that having a process for managing brand
relationships is critical because relationships are components of brand equity. Sales and
brand share are important but they are historical measures.

Although brand equity is

intluenced by how a brand has performed, investors are more interested in the brand's
future performance - the collective support from customers and other stakeholders.
Brand equity is determined by the quality of a brand’s relationships with its customers
and other key stakeholders.

Duncan and Morairty accept that brand equity now accounts for the majority of many
companies' market value. They believe that little is being done to strategically manage it.
They feel that one of the major causes of this is that brand equity is considered intangible
by many.

Duncan and Moriarty believe that the traditional marketing mix as devised by McCarthy
consisting of product, price place and promotion have become a millstone around the
necks of many companies today. They feel that marketing was never meant to be solely
concerned with the marketing mix, but, rather, about creating brand relationships. These
relationships should be long lasting and they should prove to be profitable to the
company. They believe that marketing needs to be reintegrated. They define integrated
marketing as a cross functional process for managing profitable brand relationships by
bringing people and coiporate learning together in order to maintain strategic consistency
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in brand communications, facilitate puiposeful dialogue with customers and other
stakeholders, and market a corporate mission that increases brand trust.

The creative frontier of the twenty first century will be in defining puiposeful two-way
communication in commercial relationships. Companies often forget that brands exist in
stakeholders heads and hearts, not on the side of the packages. Those are simply brand
names and logos. Although a company may own a brand name and logo, its stakeholders
own' the brand. These brands that live in stakeholders heads are formed and reformed
based on a bundle of brand messages that stakeholders automatically integrate.

Often, companies that are internally focused on reducing costs and operating more
efficiently forget that their actions make statements to customers as well as to employees,
investors, the media, and potential customers.

Brand equity must be maintained and protected or else competitors will take advantage of
the lack of protection and infringe and destroy advantages of brand equity. (WIPO
InteiTegional Forum, 2002)
The maintenance and enhancement of brand equity requires:
•

Consistent quality of goods and services

•

Availability of products and services to meet demand

•

Market vigilance in regard to competitors’ activities

•

Legal protection and enforcement of intellectual property rights
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WlPO InteiTegional Forum (2002) defines brand equity as the value the brand develops
and enjoys. The value can be expressed in terms of money and goodwill and intangible
qualities such as image, ambiance and perceived quality.

Brand equity forms a very valuable asset of a business. The assets of a business may be
represented as :
Working capital
+
Fixed assets
+

Intellectual capital.
In turn, intellectual capital is:
Intellectual property (including brand equity)
+

Human capital
+
Other intangible assets (eg. Valuable contracts)

In many businesses, intellectual capital exceeds in value the physical assets.
example, Microsoft has allocated the value of its assets as follows:
Intellectual Capital:

95%

Net Working Capital: 3%
Other Assets:

2%
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For

5.3 Creation of Brand Equity:

Creation of brand equity is a complex and multi-skilled exercise (WIPO, 2002), involving
at least the following steps;
•

Firstly, developing and perfecting the brand elements.

Neworld Group Ireland

consider a brand as a synthesis of elements such as physical, aesthetic, rational and
emotional. This combination gives the consumer a reason to choose one brand over
another.
•

Ensuring the quality of the product or service and its delivery. This involves strict
quality control in manufacture, distribution/delivery and merchandisisng.

Poor

quality in any of these areas will destroy brand equity in a short time.
•

Advertising and promotion use the brand prominently and clearly to the maximum.
The importance of this cannot be overstated. Advertising can be expensive but, if
focused and innovative, it can start in a fairly modest manner and be built up as
income and cash flow improves.

•

Depending on the nature of the goods or services involved, continual upgrading,
improvement and modernising of the goods or services to meet changing market
trends and market needs.

This also involves watching the market place and

competitors activities.
•

Where appropriate, brand equity can be considerably enhanced and extended through
properly drafted license and franchise agreements. (WIPO, 2002)
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Increasing the number of long term profitable relationships requires a cross functional
process that has a corporate focus, a new type of compensation system, core
competencies, a database management system that tracks customer interactions, strategic
consistency in all brand messages, marketing of the company’s mission and zero based
marketing planning. (Duncan & Moriarty, 1997)

5.3.1 The Branding Eciuity Situation:

Communication

Brand Relationships___ ^ Brand Support ~ Brand Equity

Stakeholders automatically integrate the bundle of brand messages and they define their
relationship with the brand and that, in turn, determines to what extent they support a
brand.

The accumulated support of all stakeholders is what produces brand equity.

(Duncan and Moriarty, 1997)

There is gieater interaction and interdependence of brand stakeholders than in the past. A
value field metaphor is more helpful than the traditional value chain in understanding
how brand relationships and brand equity are created, and how best to manage them. A
value chain ends when the sale has been made. It fails to include the value adding role of
relationships and two way communication with customers.

It does not explain the

ongoing interactions of all the important stakeholder groups that can both add and
remove value. The value chain overlooks the interactive nature of various relationships
that make up a brand’s environment. The value field model shows how brand equity is a

121

result of a field of relationships and that adding value is a nonlinear, dynamic process
with continuous, overlapping interactions, transactions and feedback.

Jacobson (1995) says that brand equity and the strategies to build it matter.

Brand

strategy does influence the financial performance of any company.
Stock price is the ultimate measure of corporate success and failure.

In most cases,

corporate improvements in brand strategy programmes produce a positive stock market
return.

Yeshin (1998) lists a seris of important components of brand equity:
•

Perceived quality is a measure of brand equity which, in research, has been shown
to coiTelate closely to sales performance, price sensitivity and company value.

•

wSalience indicates the proportion of people who have a sufficient knowledge of a
brand to rate to its equity.

•

Association of a brand with positive images - the strength of the linkage of
positive and relevant images to a brand.

•

Customer satisfaction

•

Customer loyalty is an indicator of market success and of the strength of the brand

•

Likelihood to purchase on next occasion

•

Willingness to recommend - reflects the level of regard for a brand

•

Price premium potential - the extent to which a brand is able to command a
premium over the price of other products in its category.

122

Cooper and Simmons (1997) have added an important new dimension to the
consideration of brand equity. They suggest that brand equity consists of three elements;
1. Brand description - the image and associations that a brand has. This includes its
distinctiveness, its quality, and the esteem in which it is held.
2. Brand strength is the prominence and relative dominance of that brand, which is
based on levels of awareness, penetration, loyalty and personal involvement on
the part of consumers.
3. Brand future is the additional dimension proposed by C'ooper and Simmons. This
not only reflects the brand's ability to thrive despite future changes in legislation,
technology, retail structure and consumer patterns, it also indicates its growth
potential.

Pettis (1995) with the aid of Morgan Stanley have devised a coi*porate brand equity
checklist:
•

Does the company have a logical process for making brand extension decisions?

•

Is there a written plan for raising perceived quality?

•

Is there a written definition of what the brand stands stand for, which includes a
positioning statement, brand associations, brand personality and other brand messages
and images?

•

Does the company track the level of brand awareness, purchase and loyalty for itself
and its primary competitors? Does it track its level of esteem and customer attitudes
towards the brand?
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•

Do they research investor perceptions and have open and regular communication
about their brand strategy and performance? Are investors treated as a necessary evil
or as valued stakeholders?

•

Do they regularly under promise and over deliver?

5.4 Difficulties in brand valuation

McDonald, (2002) acknowledges that there are a number of difficulties associated with
valuing brands because placing a value on a brand involves many subjective judgments
about the future of the brand and the importance of marketing factors.

5.4.1 Brand Strategy Model To Increase Stock Price:

Elements of hrcind strategy:

•

Brand awareness

•

Perceived quality

•

Positive brand attitude

•

Brand name

•

Brand extension

•

Clear brand identity
(Pettis, 1995)

An informal polling of technology marketers and executives has verified that less than
one per cent of technology companies know the number one reason customers buy their
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products, dlierefore, Pettis hypothesises that any technology company, small or large,
that applies a basic level of customer research and brand strategy will have a significant
competitive advantage in marketing and product development. Further execution of that
brand strategy will result m quality products that meet customer needs and wants,
increased sales, more predictable sales growth, and enhanced perceived value by
stockholders and analysts, (l^ettis. 1995)

5.5 Brand Building:

Customers rely on different types of product evaluation attributes when they are
considering a brand purchase. Three brand evaluation attributes are search, experience
and credence. As a customer's evaluation moves from search to experience to credence,
brand becomes more important. With search goods, product attributes can be evaluated
by visual inspection such as size, colour, style or weight. With experience goods, product
attributes cannot be assessed so easily by inspection, and product trial and experience is
necessary in order to judge durability, service quality, safety and ease of handling or use.
With credence goods, product attributes may be rarely learned such as insurance
coverage. Because of the difficulty in inteipreting and assessing product attributes and
benefits with experience and credence goods, brands may be particularly important
signals of quality and other characteristics to consumers. (Lane Keller, 2003)

Marketing is about profit, about achieving company goals and about maximising the
company's resources to meet customer needs. Often marketing is seen as advertising and

126

promotion rather than a company philosophy contributing to achieving corporate goals.
The result of this is the tendency of many to view marketing as short term, rather than as
brand building and customer building. When times get tough or budgets get tighter, the
tendency is to cut the marketing budget. Failure to see brand equity and marketing effort
as something which contributes to the long term health of the company contributes to this
damaging behaviour. (Pettis, 1995)

Lane and Jacobson (1995) show that extensions of brands that rate very highly on
positive brand attitudes create a positive stock return of 2-9 per cent. Consumers value
new products with well established brand names because they quickly convey the brands
attributes and reinforce a sense of trust. Brand extensions reduce company marketing
costs and generate higher revenues more quickly than new brands. Extensions of brands
with very low brand awareness and esteem also provide a positive return because they
have high upside potential and little downside risk. Companies that communicate this
brand strategy to investors are telling the market that “We are embarking on a brand
strategy” and investors typically reward the company by buying more stock.

Where

there is a large imbalance between brand awareness and esteem, there is negative excess
return.

Aaker and Jacobson (1994), researched brand building in 34 major US companies and
their findings show that brand building did really pay off for the shareholder. Not only is
stock market return positively related to return on investment, but to changes in brand
strategy programmes. Quality is a function of trust and customer satisfaction with the
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brand. It does not matter if the product has zero defects leaving the factory if customers
do not trust the company and are not satisfied with their experience with the brand.
Reactive customer satisfaction is no long sufficient.
proactive.

Customer satisfaction should be

A satisfied customer looks for innovation, a passion for success from the

company and new ideas. The customer needs to feel that their needs are important.

According to Pettis, many companies today are cutting costs, downsizing and right
sizing.

But. there is only so much that can be cut until quality, trust and customer

satisfaction suffer. Some companies are successfully cutting costs and are also building
a price advantage through brand building, for example Ryanair and Meteor mobile phone
service.

5.6 Brand Equity in Foreign Markets:

Ifrand equity can also be extended into and exploited in suiTounding countries and further
afield as the business grows. Exploitation of intellectual property (IP) in foreign markets
further increases brand equity. In an increasingly knowledge-driven economy, IP is a key
consideration in day-to-day business decisions.

New products, brands and creative

designs appear almost daily on the market and are the result of continuous innovation and
creativity.

Small and medium sized entei-prises are often the driving force behind

innovations. (WIPO, 2000) Their innovative and creative capacity, however, is not fully
exploited, as many SMEs are not aware of the intellectual property system or the
protection it can provide for their inventions, brands and designs.
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If left unprotected, a good invention or creation may be lost to larger competitors that are
in a better position to commercialise the product or service at a more affordable price,
leaving the original inventor or creator without any financial reward or benefit. Adequate
protection of a company’s intellectual property is a crucial step in detening potential
infringement and in turning ideas into business assets with real market value. Taking full
advantage of the IP system enables companies to profit from their innovative capacity
and creativity, which encourages and helps fund further innovation.

Companies that dedicate time and resources to protecting their intellectual property can
increase their competitiveness in a variety of areas. Intellectual property protection will
help in;
•

Preventing competitors from copying or closely imitating a company's products
or services.

•

Avoiding wasteful investment in research and development and in marketing.

•

Creating a coiporate identity through a trademark and branding strategy

•

Negotiating licensing, franchising or other IP-based contractual agi'eements

•

Increasing the market value of the company

•

Acquiring venture capital and enhancing access to finance

•

Obtaining access to new markets

Effective IP management enables companies to use their intellectual property to improve
their competitiveness and strategic advantage. Acquiring IP protection is a crucial initial
step, but effective IP management means more than just protecting an enterprise’s
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inventions, trademarks, designs or copyright.

It also involves a company’s ability to

commercialise such inventions, market its brands, license its know-how to other
companies, conclude joint ventures and other contractual agreements involving IP, and
effectively monitor and enforce its intellectual property rights.

Indeed, a company’s

portfolio of IP must be viewed as a collection of key assets that add significant value to
the enteiprise.

vSMEs can benefit from the wealth of technological and commercial

information available in patent and trademark databases to learn about recent
technological breakthroughs, identify future partners, and find out about the innovative
activities of competitors.

Managing IP effectively and using it to devise business

strategies is an increasingly critical task for entrepreneurs worldwide. (WIPO, 2000)
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Chapter 6

Chapter 6: Research Methodology

6.0 Introduction

A central part of research activity is to develop an effective research design. An
effective design should be a comprehensive plan, developed after intensive study of
the problem to be researched that will guide and control the entire research
programme.

According to Malhotra (1993) a research design is a framework or blueprint for
conducting the research project. It details the procedures necessary for obtaining the
required information, and its puipose is to design a study that will test the hypothesis
of interest, determine possible answers to the research questions, and provide
information needed.

The research objectives of this dissertation are:
•

To examine the techniques of brand management as described in the literature,
and as practised by successful firms.

•

To explore the process and techniques used to develop and gain market
acceptance for successful brands.

•

To examine processes and techniques employed by smaller firms that have
limited resources, in their effort to build and gain market acceptance for
brands.

•

To identify the obstacles small firms encounter in establishing and
strengthening brands.
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•

To draw lessons from the experience of successful firms which may assist
small firms in their attempt to grow and strengthen brands.

6.1. Classification of research design

Design of research studies can be classified in the following way:
(i)

Exploratory

(ii)

Descriptive

(iii)

Causal

(i) Exploratory designs are concemed with identifying the real nature of research
problems and of formulating relevant hypotheses for later tests.
(ii) Descriptive studies stem from substantial prior knowledge of marketing variables.
For this type of research to be productive, questions should be designed to secure
specific kinds of information related to product performance, market share,
competitive strategies and distribution.
(ill) Causal studies attempt to identify factors which underlie market behaviour and to
evaluate their relationship and interactions. Causation has two necessary conditions:
the caused event cannot occur in absence of the causative event, and the sufficient
condition means that the causative event is all that is needed to bring about the caused
event. (Chisnall, 2001)
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Fig 6.1 A Comparison of Basic Research Designs
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6.1.1 Research Design Used:

A flowchart of the audit trial used for the collection of information for this thesis is set
out in Fig 6.2.

Fit; 6.2 Flowchart of information gathering phase:

135

6.2 Secondary data

Research can be defined as primary or secondary. Secondary research for the thesis
took the form of a literature review. Primary research focuses on generating clear and
objective information relevant to the research objectives.

Secondary data may be defined as data that were developed for some puipose other
than helping to solve the problem at hand. Secondary data can be gathered quickly
and inexpensively compared to primary data. (Tull & Hawkins, 1987)

Advantages of using secondary data;
•

Easily accessible

•

Relatively inexpensive

•

Quickly obtained

Secondary data can help the researcher to ;
1. Identify the problem
2. Better define the problem
3. Develop an approach to the problem
4. Formulate an appropriate research design
5. Answer certain research questions and help to formulate hypotheses
6. Inteipret primary data more insightfully
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Malhotra (1999) believes that examination of available secondary data is prerequisite
to the collection of primary data. Proceed to primary data only when the secondary
data sources have been exhausted or yield only marginal returns.

Problems associated with secondary data:
•

Availability: Can appropriate information sources be found?

•

Relevance: This refers to the extent to which the data fit the information needs
of the research problem.

•

Accuracy: A difficulty lies in determining how accurate the data are likely to
be.

. TuW & Hawkins (1987) identify three main sources of data external to a business:
(i)

Published sources - sources available from other libraries or other entities
such as goveiTiment agencies, trade associations and private companies.

(ii)

Syndicated sources - highly specialised and are not available from
libraries for example Nielson store audits, JNRR.

(iii)

Databases - a collection of interrelated data that may be accessed to meet
certain information requirements

In academic research, including research into business phenomena, the counterpart to
secondary research is a review of literature relevant to the research objectives.
Giddens (1997) describes the need to “review the available evidence in the field...the
researcher will need to sift through whatever related research does exist to see how
useful it is...drawing on others’ ideas helps the sociologist to clarify the issues that
might be raised and the methods that might be used in the research.”
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Many companies which market a range of products and brands establish a product or
brand management organisation.

Product and brand managers have a number of

tasks:
•

[)eveloping a long range and competitive strategy for the product

•

Preparing an annual marketing plan and sales forecast

•

Working with advertising and merchandising agencies to develop copy,
programmes and campaigns.

•

Stimulating support of the product among the sales force and distributors.

•

Gathering continuous intelligence on the product’s performance, customer and
dealer attitudes, and new problems and opportunities.

•

Initiating product improvements to meet changing market needs.

(Kotler,

2003)

Mindful of the broad range of activities and interactions involved in developing
and gaining acceptance for a brand (see Fig 6.3), the author sought and reviewed
scholarly articles and texts which report and discuss many of these areas. The
researcher searched academic journals, textbooks, the Internet, daily newspapers,
and extant cases to explore the nature of brands and branding, branding strategy,
brand positioning, brand values, brand management, brand loyalty and approaches
to building brands and brand equity.
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6.3 Primary research:

The researcher originates primary data for the specific purpose of addressing the
problem at hand. Primary data may be qualitative or quantitative.
•

Qualitative research provides insights and understanding of the problem
setting. Qualitative research methods involve small numbers of respondents
who provide descriptive information about their thoughts and feelings that are
not easily projected to the whole population.

•

Quantitative research seeks to quantify the data and typically applies some
form of statistical analysis. Quantitative research techniques involve relatively
large numbers of respondents, which are designed to generate information that
can be projected to the whole population. (Dillon et al, 1993)

Quantitative research is not suitable in every circumstance:

It is not always possible to use fully structured or formal methods to obtain
information from respondents for the following reasons:
People may be unwilling or unable to answer certain questions due to the following:
1. People are unwilling to give truthful answers to questions that invade their
privacy, embarrass them or have a negative impact on their status.
2. People may be unwilling to provide accurate answers to questions that tap
their subconscious. (Malhotra, 1999)
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6.3.1 In-depth interviews

Also known as individual extended interviews, in-depth interviews are another way of
obtaining quantitative data. Like focus groups they are also an unstructured and direct
way of obtaining information, and are used primarily for exploratory research. But
unlike focus groups, in-depth interviews are conducted on a one-to-one basis. They
are particularly appropriate when:

1. Intensively probing needs, behaviour or attitudes, eg car purchase.
2. Examining potentially emban'assing subject matter, eg sexual habits.
3. Eliciting confidential personal data, eg use of off shore bank accounts.
4. Detailing socially acceptable norms, eg family planning.
5. Understanding complicated decision making patterns, eg mortgage purchase.
6. Interviewing professional people, eg purchasing managers.
7. Interviewing competitors who are unlikely to reveal information in a group
setting, eg local hotel owners. (Sokolow, 1985)

The technique uses extensive probing in the context of a personal interview to get a
single respondent to reveal motivations, beliefs, attitudes and feeling on a topic.
(Knox, 1986) The purpose of the technique is to descend beneath the superficial
answers that are often provided by respondents and to disclose fundamental reasons
underlying the respondent’s attitudes and behaviour.

While the interviewer may

attempt to follow a rough outline, the actual wording of the questions and the order in
which they are asked are determined by the subject’s responses. Unlike focus group
interviews, which often disguise the puipose of asking certain questions, in-depth
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interviews generally employ undisguised techniques, so that the purpose of the
interview is clear to the subject.

The interviewer must gain the acceptance of the confidence of the person being
interviewed so that an honest, open discussion will take place. The success of the
interview depends very much on the interviewer. He or she must develop a rapport
with the interviewee, without passing judgement on what the respondent says. The
interviewer must avoid the appearance of superiority and remain objective. Above all
the interviewer must probe into attitudes, beliefs and feelings and not accept brief
‘Yes’ and ‘No’ answers. In-depth interviews may last for half an hour, an hour or up
to two hours. Normally the interviewer will take brief notes during the session and it
is advisable to record the discussion. (Domegan & Fleming, 1999)

Individual depth interviews are particularly appropriate when:
•

Detailed probing of an individual’s behaviour, attitudes, or needs is required

•

The subject matter under discussion is likely to be of a highly confidential
nature

•

The subject matter is of an emotionally charged or embarrassing nature

•

Certain strong, socially acceptable nonris exist

•

Where highly detailed understanding of complicated behaviour or decision
making patterns are required

•

The interviews are with professional people or with people on the subject of
their jobs. (Tull & Hawkins, 1987)
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Particularly appropriate to the investigation of branding and brand management
practices are the following;
•

A detailed probing of individual brand manager or business owner’s
behaviour, attitudes and needs within the organisation is required.

•

The subject matter under discussion is likely to be confidential.

Some

respondents may not want their identity to be disclosed and details of company
turnover and budgets may not be disclosed.
•

A detailed understanding of a complicated behaviour or decision making
patterns are required such as the functions of an individual with the
organisation and key branding decisions undertaken.

•

The interviews are with professional people on the subject of their jobs.

In-depth interviews are versatile but they require careful planning, training and
preparation. The main strength of the in-depth interview is its ability to uncover more
complete answers to questions that might be answered at a superficial level during
survey research.

The one-to-one in-depth interview also has the advantage of

respondents revealing attitudes or motives that they may be reluctant to discuss in a
group setting.

In-depth interviews have a number of weaknesses;
•

Due to the one-to-one nature of the research, sample sizes are small and
statistical extrapolation of research findings becomes a problem.

•

They are much more expensive for a given number of respondents to conduct
than focus groups.
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•

They are more physically exhausting for the interviewer to conduct than focus
groups.

•

Interpretation of in-depth interview is subjective and dependent on the
interviewer’s view of what was said.

•

There is a difficulty of editing, coding and analysing the qualitative results.
(Domegan & Fleming, 1999)

A discussion of the three types of indepth interviews will follow.

6.3.1.1 Unstructured interviews:

Also known as informal, non-directive or conversational interviews. The following
are a set of guidelines for the code of unstructured interviews:
•

The interviewer should listen to the speaker in a patient and friendly, but
intelligently critical manner.

•

The interviewer should not display any kind of authority.

•

The interviewer should not give advice.

•

The interviewer should not argue with the speaker

•

The interviewer should talk or ask questions only under certain conditions:
a) To help the person talk.
b) To relieve any fears or anxieties on the part of the speaker which might
be affecting his reaction to the interviewer.
c) To praise the interviewee for reporting his thoughts and feelings
accurately.
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d) To veer the discussion to some topic which has been omitted or
neglected
e) To discuss implied assumptions, if this were advisable.

In its purest form the totally unstructured interview can be an invaluable source of
ideas and insights from which working hypotheses may be developed. However, it is
usual for the interviewer to focus the interview in order to ensure that it covers the
topic with which the interview is concerned, and to clarify the basis or premises that
underlie the respondents’answers. (Baker, 1991)

6.3.1.2 Semi-structured interviews:

Semi structured interviews are a halfway house between the partly and fully
structured interview. Baker (1991) sees them as a combination of standardised open
and closed questions in a predetermined sequence to be followed exactly by the
interviewer.

Such questionnaires are widely used when sampling a population to

ensure that one has the necessary factual information for determining its
representativeness and for ensuring that quotas have been filled.

6.3.1.3 Structured interviews:

The major difference between the structured and semi-structured interview is that in
the former not only are the questions and structure predetermined but so also are the
response categories.

It should be appreciated that other than for fairly short and

straightforward questionnaires, very few interviews which are regarded as ‘structured’
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conform exactly to the definition. The main distinguishing feature of the structured
interview is that it generates reliable data which is amenable to statistical analysis and
which can be collected by trained interviewers with little or no knowledge of the
research subject (Baker, 1991)

The researcher chose semi structured face to face interviews as this format gave the
researcher guidelines to follow during the interview, but it also allowed the researcher
to probe further and get fuller information and explanation. Interviews were generally
at least one hour in duration and many were longer.

All of the interviews were

recorded on tape and the researcher also took notes during the interview on responses
that needed further exploration or clarification. The use of a Dictaphone allowed the
researcher to listen to the interview again during the writing up stage and to make
further contact with the interviewee where necessary.

Topics that the researcher wished to raise with interviewees were placed in a list, to be
referred to by the interviewer to ensure all essential points were covered. Appendix 1
contains the interview topics used in large company interviews, small/growing brand
interviews, and marketing service firms interviews.
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6.4 Extant case studies:

The researcher combined primary and secondary research for this thesis. Located on
the interface between literature review and primary research, three recently published
cases addressing marketing and branding issues facing small companies were
analysed in detail.

These are Judy Greene Pottery, Blooming Clothing and

Slendertone taken from ‘Cases in Marketing Management and Strategy’, edited by G.
Mortimer (Marketing Institute, 2000).

A forensic examination of the cases was

undertaken to identify challenges faced, obstacles encountered and lessons learned. A
summary was compiled on each of these cases to show how each small company dealt
with branding and any obstacles encountered along the way.
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6.5 Triangulation

Triangulation is the application and combination of several research methodologies in
the study of the same phenomenon. It can be employed in both quantitative and
qualitative studies.

It is an appropriate approach to undeipin the credibility of

qualitative analyses.

There are four basic types of triangulation;
(i)

Data triangulation, involving time, space and persons

(ii)

Investigator triangulation, which consist of the use of multiple, rather than
single observers

(iii)

Theory triangulation, which consists of using more than one theoretical
scheme in the interpretation of the scheme

(iv)

Methodological triangulation, which involves using more than one method
and may consist of within method or between method strategies. (Denzin
& Lincoln, 1998)

Triangulation reduces the risk of systematic distortions inherent in the use of only one
method, because no single method is completely free from all possible validity tests.
Effective triangulation would require an additional method of research that is not
subject to distortion or self-repoit bias. (Bickman & Rog, 1998)

148

For this thesis triangulation is achieved by means of:
•

Interviews with practitioners from three different stand points: brand
management in large companies, brand management in small or growing
companies, and expert input from marketing service firms.

•

Further experiences of brand development and brand management derived
from three extant case studies.

6.6 Chosen respondents

Due to time limitations, it is not possible to interview all suitable small companies.
For the purpose of this research a sample of large enterprises namely Irish Distillers
Ltd, Unilever Pic and Swedish Match Ltd were chosen. These firms have been in
operation for many years and are considered to be experts in the field of brand
management. A sample of smaller enteiprises was then explored. The enteiprises
studied are operating in different sectors: Collins Dairy; TraxNav UK Ltd; Follain
Teo; De la Mer Shellfish; Granig Molistic Therapy; Luxury Gifts Ltd; Goal Post
Ireland Ltd. Two other companies which provide a range of services to small firms
were also interviewed, namely Southem Advertising Ltd and South Western Services
Marketing Division.

6.6.1 Contacting of Respondents:

Respondents were chosen from among personal contacts of the researcher and
contacts of Cork Institute of Technology. All respondents were sent letters outlining
the nature of the thesis as well as details of information required by the researcher.
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Letters were followed up with phone calls by the researcher. The researcher travelled
to the place of work to meet the respondent, with the exception of two larger
companies whose representatives kindly travelled to Cork to meet the researcher. The
three large companies were interviewed in November and December 2002. All other
respondents were interviewed between January and March 2003.

6.6.2 The interviews:

All interviews lasted at least one hour with some interviews lasting up to two hours.
The researcher used prompt questions during the interview, a copy of which were
given to the respondent. The prompt questions were drafted by the researcher based
on the research objectives. A copy of the prompt questions used may be seen in
Appendix 1.
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Chapter 7

Chapter 7: Extant Case Studies

7.0 Introduction

Three Irish companies were selected, which are relatively small, and which have
worked over a number of years to establish a brand identity and a degree of brand
recognition. The three cases chosen are Blooming Clothing; Judy Greene Pottery and
Slendeitone.
A brief overview of the three companies is set out in Fig 7.1 (Mortimer, 2000)
Fig 7.1 Overview of Extant Cases

Blooming
Clothing

,Iudy (ireene
Pottery

Slendertone

Year founded

1985

1981

1990*

Product type

Maternity wear

Flandmade pottery

Electronic body
shaping devices

Brand names

Blooming

Judy Greene
Primrose, Bluebell
and Connemara
Collection

Slendertone

Turnover

£1.9 million

£800,000

£22 million

umber of
employees

60

22

220

Date of case study

1999

1999

1999

*The Slendertone brand was purchased in 990 when the company was liquidated.
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7.1 Blooming Clothing

Blooming Clothing Company (BCC) are a specialist clothing company producing,
marketing and distributing a range of women’s matemity wear.

7.1.1 Challentzes BCC faced in establishing the brand

Management experienced excessive demands on their time. Management
responsibilities were clearly allocated to the three top executives. Martha O’Byrne,
the Managing Director, took responsibility for sales and marketing, June Boore was in
charge of design and production management, and Liz O’Byrne was responsible for
finance and retail operations. Although the core team were confident they had a good
base of skills, there was a list of problems pressing for management attention - in
particular the need to plan the future direction of the company.

European brands of matemity wear aniving in recent times in department stores and
boutiques where BCC had enjoyed sales success. Chain stores were beginning to
stock own brand matemity wear, and new European fashion chains were opening
outlets in the UK and Ireland. Supplying the Blooming range to independent
boutiques was proving more difficult as the boutiques were being forced to stock two
or three competing brands. Also, BCC experienced high overheads in the form of
delivery costs and agent’s commissions in supplying boutiques.

153

In common with the rest of the Irish clothing industry. BCC were aware of the threat
of low cost substitute fashion goods sourced from Eastern Europe, Asia and North
America.

Currency fluctuations of sterling and the Yen against the Euro caused difficulty for
BCCs e.xport market.

7.1.2 Lessons from Blooming Clothing Company

The way BCC hoped to survive this new competition was to select retail chains that
were looking for new labels, and were strong and sufficiently well managed to survive
threats to their business.

BCC used specialist trade shows and exhibitions as a route to gain contacts and sales
leads in expert markets.

In common with others in the fashion trade, BCC aimed to appoint agents in key
export markets to generate sales to stores and boutiques, open new accounts and to
service the customer base.
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7.2 .luclv (ireene Pottery

Judy Greene set up a handcraft pottery business in leased premises in Galway city,
and launched the Judy Greene brand on a limited capital base. An Italian design firm
was commissioned in 1992 to produce an updated Judy Greene brand name, brand
mark and visual identity to appear on brochures, packaging, labels and all print
material.

7.2.1 Challenges Judy Greene encountered in establishing the brand

The company had a very tight financial situation in the early years funded by a bank
overdraft.

It was difficult trading in the early years due to the prolonged recession, which nearly
closed the company.

The dynamics of the market changed. Younger customers are selecting simpler
classical designs, which requires hand craft potters to develop new distinctive designs.
While Judy Greene has the ability to create new designs that appeal to the market, the
issue of how these new designs can be incorporated into the traditional Judy Greene
brand remains unsolved.

Luxury giftware from low labour cost Eastern Europe was gaining a foothold in the
Irish market, and putting downward pressure on prices and margins for the Judy
Greene brand and other Irish handcrafts. There is a revival in recent times in the
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popularity of china, porcelain and cut glass. This trend threatens the market for
handcraft pottery brands like Judy Greene. Irish handmade giftware, such as modem
glass, wooden bowls and wrought iron are close substitutes for handmade pottery.
Competition is also intensifying as new young potters open hand craft pottery
businesses.

7.2.2 Factors contributing to the success of the Judy Greene brand

The founder’s ambition, hard work and entrepreneurial flair contributed to the
business success. Judy worked seven days a week for the first five years and stayed
overnight regularly to baby sit the kiln. Besides her pottery and retail shop, Judy
Greene opened two further retail outlets in Galway - Design Concourse Ireland and
The Greene Comer.

Judy Greene decided to site her pottery business in the centre of Galway as she
wanted to receive regular feedback from the end customer, as she believed it would be
an important influence on her design and product range in the long term.

Each year, starting in 1998 with the Bluebell range, Judy launched a new flower line
of pottery inspired by the flowers and natural landscape of Ireland. These were to
become her design trademark. In recent years she developed the Judy Greene brand
in new directions with the Connemara Collection, the Millennium Collection, a
gourmet cookware line with an old farmhouse look, and functional gifts such as
aromatic oil burners. Judy Greene attends trade fairs in Europe and the Us and she
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devours interior design magazines. She quiekly develops new lines to meet the
demands ol eustomers and retailers.

Judy Greene has recognised different customer segments and has developed different
product lines with design and values tailored to meet the requirements of each
segment.

As customers for handcraft pottery are loyal to their favourite brand, Judy Greene
does not feel the other big craft potters constitute major competition for her brand.
These companies meet regularly and exchange information on design and market
trends. Judy recently organised combi-ads, whereby along with other leading potters
a full page advertisement is placed in magazines, which results in dramatic savings in
expenditure. A copy of a combi-ad used by Judy Green may be seen in Appendix 2.
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7.3 Slenclertone

Biomedical Research (BMR) was founded in 1990 by Kevin McDonnell and
manufacturers electronic muscle stimulation (EMS) devices to shape and tone the
body. Slendertone do not fit into the category of a small business, but valuable
branding issues have been documented by the firm.

7.3.1 Challenges encountered by Slenclertone

Slendertone was perceived by many as a gadget product and usage was low. The
company had to reposition the brand. Slendertone had a confused positioning and it
was associated with dieting, weight loss, health, fitness and exercise. Many
customers wondered if the product actually worked.

Slendertone aimed at many segments in the market and each segment was targeted
differently. For example, Slendertone targeted prenuptials in wedding magazines and
at wedding fairs. Postnatal women were also targeted in mother and baby magazines.
Many segments resulted in increased advertising costs for Slendertone because of the
need to tailor advertisements to different customer groups. The target market is now
defined more broadly as men and women between the age of twenty and sixty.
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7.3.2 Factors contributing to the success of the Slendertone brand

BMR chose to use distributors to market its brands in export markets so that it could
devote its limited marketing resources to developing better products.
Slendertone experimented with direct response television advertising. It was felt that
retail sales staff were unsuitable or uninterested in giving sufficient explanation of
product benefits to customers. Direct response advertising enabled Slendertone to
measure the effectiveness of advertising. Slendertone discontinued advertisements
that did not generate immediate revenue responses. Direct response advertising is
lower cost than the advertisements usually used for launching a new brand. The
advertising immediately became self-financing. It enabled Slendertone to build a
customer database, which would be used to market future Slendertone products.
Buying direct also provided privacy to customers when buying a personal product.

Slendertone undertook extensive market research. A focus group among Irish
Slendertone users in 1985 revealed contrasting user reactions. Most felt the brand
was good value for money, but some felt that the equipment was difficult to use.

A lower priced product called ‘Minibody’ was developed to counteract the lower
priced competing brands. This brand did not have any association to the Slendertone
brand and did not feature the Slendertone name or log.

Slendertone did not intend competing on priee with lower quality competitors. By
investing in the Slendertone brand, the brand will represent greater customer value at
a higher price.
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Chapter 8

Chapter 8 - Primary Research

8.0 Introduction

Three large companies were interviewed to establish the best practices employed by
large firms with well established brands. Seven interviews were conducted with small
companies who have established brands.

Tow interviews were conducted with

marketing agencies that offer a range of services to small enteiprises. All interviews
are docum.ented without comment from the researcher. The researcher had some
questions to follow, and additional questions were asked to probe the respondent
further. An analysis of the findings of the primary research is set out m Chapter 9.

8.1 Interviews with large companies

Three large companies, namely Unilever, Swedish Match and Irish Distillers Ltd were
interviewed.
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8.1.1 Unilever

Interview with Ann Mane O’Riordan, Product Group Manager, Unilever.

Unilever’s business is divided into 4 categories. Lever Brothers were the household
category and Elida Faberge were the hair care, shower and deodorants category.
These categories merged two years ago in title and retained their own marketing
departments.

Last year the two categories merged their sales and marketing

departments.

There are now' four categories in the marketing department and

essentially the marketing manager who reports to Ann Marie O’Riordan has doubled
responsibilities. Account managers now only have one account to manage such as
Dunnes Stores or Tesco. One account manager used to manage both. All of Europe
is structured in a similar way.

Ann Marie is the product group manager for the household category. Heavy sales and
strong growth brands are termed strategic brands. The company have some local
brands in each country such as Trend washing up liquid in Ireland.

Most of the

brands in the portfolio are European which means they are marketed by Unilever in
several countries throughout Europe. Some of the European brands are Cif, Domestos
and Sun. These are strong growth brands.

FMCG is growing at 4-6% per year.

Unilever is looking for growth of 6 percentage points in excess of market growth.
Targets for Cif would normally be about 8% year on year market growth. Domestos
is in growth stage and targets of 6% or less are set per annum.

Most Unilever

products in the household category are innovations. In the case of Cif and Domestos
brands the brand manager has the responsibility for increasing the price that
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customers pay for cleaning. Cif cream is now available as Cif wipes, an extension of
the Cif brand. There is incremental growth in the area of disposable cleaning wipes.
Before, people used the cream and they tried to get the most cream out of the carton.
Today customers are using wipes that are disposable and these are single use wipes
only.
Sun dishwashing tablets and liquid operates in an area of natural growth as an
increasing number of people are buying dishwashers each year so there is major
growth of about 16% in this category.

The key thing that a brand manager has to deliver on is sales. The brand manager is
concerned with monitoring sales and analysing trends. Checks are earned out on
retail and on wholesale figures. Retail sales account for 60% of all Unilever business.
Retail sales are through Tesco, Dunnes, Super Value and SuperQuinn.

40% is

attributable to wholesalers such as Musgraves or symbol groups like Londis, Spar and
smaller segments. It is necessary to promote differently to different target markets.
Brand success is measured by sales.

If sales are down, lost share needs to be

reviewed to find out why sales for a particular product have fallen.

Figures from

Taylor Nelson provide market share information and primary research will be
undertaken. This primary research may involve scanning data from retail, and asking
individual shoppers to scan data on a scanner to find out if sales are lost and if these
lost sales are lost to competitors.

The brand manager must monitor new product development on a continuing basis.
Most innovations are introduced in the first half of the year. All Unilever brand
managers in Europe are controlled by the Milan office and have to consult Milan to
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see what innovations are available. It is up to the individual brand managers to decide
on the suitability of an innovation for the national market.

The launch of Domestos Ox in the Irish market illustrates some of the difficulties of
managing a brand extension. In 2002 Domestos Ox was brought to try and overcome
the two rejecting points of bleach, which are the odour and the fact that it removes
colouring from clothes.

Domestos cun'ently retails for €1.49.

Domestos Ox

encountered difficulty arising from conflicting messages in the advertisements. It is
difficult to communicate two messages to customers in an advertisement, so it is
necessary to focus on one message for advertising puiposes. The brand manager
wanted to communicate the odourless quality of Domestos Ox but the advertisement
devised by Milan for the Irish market focused on the colour guard properties of the
product. Ultimately, Milan will only produce one advertisement for the product so
Ireland has to go with the rest of Europe. The product benefits of this advertisement
were difficult to communicate because Irish consumers questioned how something
that was supposed to be bleach could not stain your clothes. Ultimately Domestos Ox
doesn’t have the same properties as bleach, so it does not bleach your clothes if it is
wiped off straight away.

It is the responsibility of the brand manager to determine the budget that will be
necessary for launching a product, both above the line and below the line over a three
year period, to help decide if it is feasible to launch the product.

There is a level of

cannibalisation in the household bleach market. It is difficult to predict with certainty
if customers will switch from Domestos to Domestos Ox and whether Ox will affect
the sales of Parazone or private label brands. In this situation. Ox took from the
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market share of Parazone. It is difficult to launch a product that will not take sales
from your existing brands.

When a new product is being launched, Milan takes a large country and tests the
product there and then provides brand managers with figures of what the
cannibahsation is likely to be, based on the test market. In this case the level of
cannibalisation was expected to be up to 30%. Domestos and Domestos Ox have
different target audiences, and Ox is really targeting those people who have rejected
bleach due to its strong smell.

The brand managers of all European divisions can log into a European database to see
what innovations are planned for up to six years ahead. Coming up to product launch
the European office makes available more details of the product design and
packaging.

There are very few innovations that are mandatory, and it is the

responsibility of the brand managers to make a case for or against an innovation. A
rejected innovation may still be introduced at a later stage.

Packaging design is a very important part of the brand. A technical expert will test
the ingredients. The child cap is only a recent addition to Domestos and law does not
require it. Private labels had child locks fitted before Domestos, so it was necessary
for Domestos to provide a locking cap also.

When pricing Domestos Ox it is necessary to take into account the price of the
product that they have out there at the moment. In this case, the brand manager must
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see what will the market pay for this product and this will determine how high the
price can be set.

When the brand manager is considering launching a new product, a presentation is
made to sales colleagues from a customer point of view based on promotion,
packaging, shelf space, and RRSP. Some products are launched with a very small
promotion budget and it is hoped that the brand name will carry the product. It is
necessary to build a strong business case so that when Unilever representatives
approach the buyer, for example Dunnes Stores, it is possible to make a strong case
for Dunnes buying this new product. A presentation is made to buyer four months
before product launch. Often, if you have a strong enough innovation the buyer will
say that they love it, and the hard sell approach is not required.

‘Me-too’ competitors meet resistance when there is little differentiation between their
product and that of their competitors. However, it is not possible to always be the
innovator. Typically Unilever are relatively strong in the area of innovation.

Sun dishwasher tablets are an example where the Unilever’s 3inl version was second
to market. The brand manager needs to decide if the company are bringing out a “me
too” brand for the sake of it or are bringing it out because it is felt that the market is
growing rapidly, and that the company wants to have some share of it. Finish, a
competing brand, had launched a 3inl version three months before Sun. All efforts
made by Unilever have not regained the market that they have lost by being second to
market.
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For economies in manufacturing all of the same products need to be produced in the
same production run.

Suppliers will not make a batch of product until it is cost

efficient to do so. Timing is essential and often a launch is delayed. Ireland may
wish to start a product on the 3rd week in January, but France want to start on the 8'*^
week of the New Year, so the launch will be delayed until the

week. Ireland has

less power compared to other European countries because of its size.

Unilever product categories are very promotionally driven. The brand manager works
on the promotion plan about six months before the promotion is due to take place.
The promotion plan should not be too rigid, because it may have to be adjusted
according to changes in sales and in competitors’ promotions. Absolutely everything
has to be done 4-5 months m advance of when things are happening, and these
promotional plans must be presented to customers. Everything in the promotional
plan needs to be costed. For example, Domestos Ox retails at €2.99 for the twin pack.
Originally the price was pushed up to €3.19 and the product didn’t sell very well. The
brand manager needs to be aware of price sensitivity and be aware of how much
customers are willing to pay for the product. The brand manager now knows that
€2.99 is the maximum priee that can be eharged for Domestos Ox. Costings are based
on how many promotional packs are going to be sold, multiplied by the amount of
discount that will be given, including how much the label is going to cost, labour and
shrink wrap. This figure tells the brand manager exactly how much the promotion is
going to cost the company. Each brand manager is given a promotional budget at the
start of the year. The marketing director determines this.
The budget allocation depends on:

167

1. What is the growth target for the following year (growth targets are set by
Unilever Europe, but the targets may be adjusted by Ireland if they are not
realistic and if they need to be reduced) If a 10% increase in growth for the
following year has been set, then the budget may be increased by 20%.
2. Management of the promotion budget in the previous year. Did the brand
manager stay within the confines of the budget in the previous year or did the
brand manager overspend?
3. If there are no innovations planned for the forthcoming year, the brand
manager will need a smaller budget because a maintenance strategy is being
used.

It is important to note that promotional budgets and TV budgets are very different and
they are kept totally separate. Unilever likes to overspend on advertising by about 1015%. In some situations, Unilever is not overspending because the competitors are
always on air. Sun take out three bursts over a year and Finish take 12 bursts over
their year. However, Finish does not always advertise at peak times. It is impossible
to estimate how much competitors have spent on promotions. Finish is often on
special offer, but it is hard to predict how much that is costing the competitor.

In January 2000, Unilever changed the name of Jif to Cif and it proved to be a cost
effective measure. The brand Cif has global recognition. In the past, Unilever had
almost 15,000 brands globally in its portfolio. Now the focus is on 400 brands, for
example before Jif and Cif were two separate brands, but now they are one. This
helps the company to achieve economies of scale.
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In Unilever’s global market.

advertising concentrates on the brand rather than individual products within that
brand.

For example, the deodorant Lynx is called Lynx in the UK and in Ireland, but it is
called Axe everywhere else. This results in higher costs because adverts need to be
changed along with labelling and other associated merchandising costs.

There is a

possible need to change Lynx to Axe in the future.

The brand manager at Unilever believes that innovation is the most important brand
management strategy. The key to future success is through innovation. The brand
itself can only stand for so much and the company needs to reinvent. Advertising
must touch the customer.

dTis is one of the main drawbacks encountered when

selling global brands. Sun advertisements come from France, where there is little
competition in the dishwasher detergent market. In Ireland there is huge competition
from Finish dishwasher tablets because they were first to market.

Ann Marie

O’Riordan believes that advertisements in Ireland should focus on the technical
expertise and shine of Sun. In Ireland, Unilever need to get a direct message across.
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8.1.2 Swedish Match

Interview with Mary O’Brien, Swedish Match

Swedish Match is an international company with sales of leading niche tobacco
products such as snuff, cigars, pipe and chewing tobacco, lighters and matches in
more than 140 countries. The organisation employs approximately 14,300 employees
globally. The company is divided into five divisions - North Europe, Continental
Europe, North America, Overseas and Matches.

The head office is located in

Stockholm.

Mary O’Brien is brand manager within a dept of four people including another brand
manager, a personal assistant and a marketing manager. Between them they manage a
very wide product range of brands including Durex, Marigold, Cricket lighters, Scholl
Footcare, Rennie, Lemsip, Disprin and Wilkinson Sword. She has a widely varied
product portfolio. For some products such as Madra Dog Food, the brand manager is
the marketing department and has full responsibility for the product. For brands such
as Remegel, Durex and Marigold, the brand owner liaises with the brand owners and
recommends what strategy should be implemented. All above the line advertising
will be decided in the UK and is then sent to Ireland. The respective brand manager
in Ireland canies out implementation of the strategy proposed by the UK.

There is no typical day for a brand manager with such a varied portfolio. There are a
number of key things undertaken on a monthly basis. Some daily activities involve
basing with the warehouse, liaising with accounts, outside agencies, and also planning
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promotional campaigns.

The year is broken into six cycles and all members of the

marketing department meet for a sales meeting at least every two months. Swedish
Match have four divisions within the sales forces and four separate sales meetings.
They have a Northern Ireland sales force, a cash and caiTy sales force, a convenience
symbol sales force and a multiple sales force.

In December all marketing plans must be signed off for January and February. There
is constant basing with the brand owners regarding suggested activities and planned
activities for the following year.

It is the responsibility of the brand manager to

devise a brand plan commencing in September. Details are given to the brand owner
of how the brand manager intends to spend the budget for the following year and they
will either agree to the planned activity or they will go back and renegotiate. Between
the brand owner and the brand manager they decide on above and below the line
promotions and they look at what campaigns are being planned for the UK to see is
they can ‘piggy back’ with the UK.

Swedish Match is a marketing and distribution company.

Put simply, the core

business is van to stand merchandising of a large product range. Each representative
has a van and they have all of the products on it and they go into each store, go
through a suggested order, bring in the products and merchandise them on
shelf/fixture ad. From that point of view they can completely influence any sighting
of point of sale material, provide dual sighting of POS resulting in extra sales.
Cun'ently, the brand manager has just sourced fantastic point of sale, which are clip
strips that give dual sightings for Marigold and other products. There is constant
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liaising with Mangold brand owners so.that they are kept well informed on product
performance.

All of the budgets are compiled in October. The brand manager has responsibility for
setting the budget for Cricket lighters a Swedish Match owned product. There are
three international conferences per annum for Cricket lighters and presentations must
be made at these conferences. There is some contact with brand managers from
Europe so that comparisons can be made between brand performances here and in
other countries.
Other daily work activities involve liaising with the brand owners on a daily basis and
dealing w'ith any queries they may have.

The brand manager spends a considerable amount of time managing Marigold gloves.
Marigold gloves are made in the Malaysia and shipped to the UK. Last year a co
promotion was undertaken with Elida Eaberge’s product, Vaseline Intensive Care.
This promotion worked very well for Marigold.

It is the responsibility of the brand

manager to send monthly reports to brand owners outlining how the brand is
performing, and how it is the brand is doing in comparison with forecasts. The brand
manager can put a proposal to the brand owner and can implement a strategy very fast
because she can see what is happening here on the ground and react to the competitive
forces. Often the brand owner is in the UK or in mainland Europe.

Targets are set between the brand owner and the brand manager. The brand manager
does a complete brand analysis for each product. Based on these findings, the brand
manager then puts forward proposals to the brand owner. These proposals will be
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based on expectations for this year, promotional activity and how the brand performed
last year. Considerable time is spent discussing and formalising these targets.

Marigold gloves are at the mature stage of the lifecycle with 85% of the market share.
Promotions for Marigold centre around how most value can be gained for the brand,
it IS important to be aware of competitors and what they can do. To create hype and
excitement around the brands, in the past Swedish Match have operated a four month
sales rep incentive and the winner won a trip to the October festival with five runner
up prizes of a keg of beer each. Also, Swedish Match have offered retailers loyalty
schemes so that they are rewarded for buying a certain amount from across certain
products.

For the puipose of promotions there are four key groups that need to be kept in focus;
the brand owner, the sales force, the retailer and cash and camy.

Swedish Match has a very varied product portfolio of brands that they manage. Over
the counter medicines cannot be promoted to customers, they can only be promoted to
the retailers or to the cash and carry. Recently Swedish Match undertook a mail shot
for Disprin and Lemsip. This worked very well as it was very focussed and targeted.

Brand management strategies undertaken by Swedish Match vary across each
product. Swedish Match distributes Solus light bulbs in the convenience sector. A
key objective is to increase distribution of Solus. It is hoped to increase volume sales
in the long term through the use of symbols such as Spar, Mace and Super Value.
Key distribution drives help to increase this for example, the sales rep being offered
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“x” cents per case of product that they distribute. The brand manager puts a proposal
to the brand owner and they say w'hat they think and what they hope to achieve. Each
sales rep who achieves their volume target after 4 months gets for example, a €100
voucher. The sales managers have knowledge of the sales tenitory and divide the
target markets between the reps.

The effectiveness of a promotional is measured by:
1. By increase in volume and value sales
2. The strength of the promotional premium (gift) to the retailer/cash and carry.
It is important to understand how attractive the promotion is to the retailer.
This will be “measured” by the sell through.
3. If a similar promotion was undertaken previously, compare both to analyse
promotional effectiveness
4. Were objectives that were set out at the start achieved?
5. Key learning’s are drawn from each promotional experience and they are
implemented in the future.

Promotional campaigns undertaken in the UK and in Northern Ireland are totally
different to those undertaken in the Republic of Ireland.

They are completely

different markets. In Northern Ireland the retailers/wholesaler can also choose to buy
direct from the UK if they wish. It is important to ensure that the product offering and
pricing structures is in line with that of the UK.
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8.2.3 Irish Distillers Ltd

Interview with Colin Kavanagh, Irish Distillers Ltd, Bow St, Dublin.

Irish Distillers Ltd (IDL) distills and distributes internationally a range of famous
whiskey, gin and vodka brands. The company wants to move to being recognised as a
leader in the international premium whiskey market. Jameson whiskey is produced in
Midleton, Co. Cork and all marketing efforts are controlled from Dublin.

For

international marketing, IDL benefits from the sales and distribution network of
Pernod Ricard, its parent company.

Cohn Kavanagh is marketing manager for the Jameson brand.

Responsibilities

include full control of the marketing mix of the Jameson brand. Two brand managers
reporting to the marketing manager focus on the Jameson brand.

Each year the promotional campaign is decided in July for the following year’s
activity.

Campaign proposals must go through many review stages before it is

approved and changes may be made along the way. It is important that the proposed
schedule is flexible to allow changes to be made.

In December 2002, the Irish

Government increased the duty on spirits so the budget had to be amended to allow
for that increase. This schedule sets out types of promotions to be undertaken and
other related marketing activities.
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Promotions of Jameson whiskey target three distinct groups:
•

Wholesale where the trade are given an incentive to buy a certain number of
cases of Jameson.

•

On site promotions consist of promotions aimed at consumers undertaken in
pubs, restaurants and hotels.

•

Off site promotions consist of promotions undertaken in off licences of large
stores such as Tesco, Super Valu and large off licences.

Standard measures to judge the success of promotional campaigns are used such as
pre and post test of advertisements. This is important because promotions are costly
to run. On site promotions are measured by sales on the night of the promotion and
for some weeks after, as well as feedback from promotional staff, customers and bar
staff. The company are cun'ently looking at SMS promotions (ie text messages) to
customers which will give them instant results.

Irish Distillers Ltd use many different methods to measure the success of the brand
and these are divided broadly into quantitative and qualitative measures.

Quantitative measures used include monthly research carried out by Landsdowne
Market Research which measures benchmarks such as brand awareness, advertising
recall and advertising awareness. IDL pre and post test marketing activities to see if
there are shifts in sales as a result of the marketing activity. The sample size for the
research is agreed with Landsdowne to ensure that the research findings are robust
enough to be accurate.
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Qualitative measures are undertaken quarterly.

This research studies the general

mood of consumers, and generally looks at psychographic variables such as attitudes
and moods of consumers. It judges the reaction of consumers to marketing initiatives
such as advertisements and promotions. This type of research is undertaken by IDL
and by Behaviour and Attitudes in Dublin.
Irish Distillers is part of the French group Pemod Ricard. Volume targets are set in
Ireland. Pemod Ricard determines a target profitability figure and it is up to Ireland
to decide how they want to reach that figure. There is decentralisation from Pemod
Ricard. IDL aim for double digit growth each year.

Within the international market Jameson is growing rapidly. It is the fastest growing
premium whiskey brand. In Ireland, the brand is well established. Jameson has a
core set of drinkers aged between 30 and 40 years. The goal is to recruit younger
drinkers because it is felt that the younger population are the future whiskey drinkers.
The challenge is to maintain the core drinkers while attracting the younger drinker.
Jameson is seen as a cosmopolitan, modem brand. The advertisements for Jameson
focus on the international dimension of the brand, and feature people drinking
Jameson in foreign cities. The message to consumers is take time out from your busy
lifestyle and enjoy a Jameson.

In Ireland, promotional campaigns differ from those in France. In France it is not
possible to advertise alcohol on television. In the print media it is only possible to
state the origin of the product and unique attributes of the brand. The global strategy
for Jameson is being driven from Dublin. An advertising agency has recently been
recruited to devise an advertisement that is flexible enough to be used in global
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markets. Cilobal markets are all at different stages. A central principle for building a
global brand is the consistency of brand messages. Adveitisements currently being
run feature Jameson whiskey as triple distilled and as a smooth whiskey.

The

advertising campaign has tried to bring the time element of the whiskey into a
lifecycle campaign such as take time out from your busy life and enjoy a Jameson.

IDL hopes to double volume sales within 3 to 5 years. This is aggressive volume
growth and requires over investing in certain markets. By over investing, IDL spend
over and above what is required to achieve the expected sales growth in a particular
market. Jameson is sold at a 5% to 10% price premium above the largest selling
Scotch whiskey across all intemational markets. In the international market, Scotch
whisky is the dominant player and Jameson’s share is small relative to its competitors.
The product is from Ireland and it is seen as new and Ireland has a good image
abroad. There has been positive feedback from overseas customers.

Within the spirit market in Ireland, Jameson is the third largest spirit brand. Smirnoff
vodka is the largest, followed by another IDL whiskey. Powers Gold Label. Powers
and Jameson focus on two entirely different markets.

Jameson whiskey has been around since 1780. Changes to the Jameson packaging
has been more evolutionary rather than revolutionary, and have included the bottle
shape and label design. These changes have developed a more premium image for the
Jameson brand while retaining the uniqueness of the Jameson brand. In intemational
markets, Jameson packaging is fairly well accepted.
positive and it reinforces the Irishness of the brand.
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The green glass is seen as

The brand is at dit'terenl stages of the product life cycle in different markets. In some
Asian markets, the product is in the introductory stage and advertising efforts focus on
creating awareness and encouraging trial. Within these markets the look and feel of
the advertisements are similar but the advertising message is much simpler.

In

Ireland, advertising messages are more emotional to get new customers into the
market.

Control measures used by IDL to measure the success of the brand:
•

React to sales on a weekly basis. IDL use database software called Analyse to
track sales per channel, region, sales representative and per individual outlets.

•

Monthly usage and attitude surveys and electronic point of sale data supplied
from Tesco and other off trade customers are used to monitor the progress of
the brand.
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8.2 Interviews with small companies

Interviews were conducted with seven small companies, namely Goal Post Ireland;
Luxury Gifts; Follain Teo; De la Mer Shellfish; Granig Holistic Therapy; Mrs Collins
Dairy Ice-Cream; andTrax Navigation Systems.

8.2.1 Goal Post Ireland

Goal Post Ireland Ltd was set up in Tallow, Co. Waterford, by Sean Tobin in 1990.
He was previously involved in the manufacturing of steel and he was in search of a
new product. To do this a niche was identified in the market for Irish made goal
posts. The idea centred on the hype of Summer 1990 and the Work Cup finals. The
company originally employed four people and this has grown to nine employees
today. The company decided on Goal Post Ireland as their brand name and this is
registered along with the company name. A logo of a footballer kicking a ball is also
being used but this has not been registered due to the high costs of doing so.

Goal Post Ireland Ltd wanted to be the market leader within their chosen category.
Their strategy involved them dealing with sporting associations at the highest level
such as Croke Park, the IRFU, the FAI and the Irish Hockey Association. They
undertook market research to analyse competitors. It was found the Goal Post Ireland
were the only Irish producer of Goal Posts. They priced lower than competitors due
to cost savings on carriage.
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The timing and location of the launch were of great importance. It was decided to
launch in Sdversprings Conference Centre, Cork. The launch was planned to coincide
with an INTO Sports Conference at the same venue. Teacher representatives from all
over Ireland had exposure to the product and brand.

A huge promotional campaign to create awareness was undertaken in the early days.
This involved working very closely with the GAA, promoting underage games. The
company facilitated over a four-year period the provision of sample products at
county and national games.

This generated valuable exposure for the company

building on a network of contacts. Advertising was undertaken in the golden pages
and in event programmes. The GAA was thought to be the largest wealthiest sporting
organisation in the country so Goal Post Ireland focused on them initially.

The

company has grown now through GAA club to club refeiTals. The brand owner
recognises that for a small company it is necessary to get brand awareness through
whatever means is necessary, often at little or no cost to the company. In 1992, Sean
Tobin featured as a guest on the Late Late Show, which provided a huge audience,
and also, in 1996, he featured on the RTE television show on entrepreneurship ‘Up
and Running’. These shows helped to develop awareness of the product and provided
contact details for the company in the early days. During the World Cup finals in
2002, the Examiner, a national paper provided free corporate exposure by doing a
feature article on the company. The brand owner has also taken part in interviews on
local and national radio. This type of medium was most effective and Goal Post
Ireland did not have to pay for it. National advertising appealing to a mass audience
is not effective for small companies because it is too expensive. The type of exposure
used must be relevant to the scale of the business. Small businesses often find it
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clitTicull to measure the effeetiveness of promotional aetivities. However, sales and
reeeption personnel ask where customers heard of the brand. Match programmes are
a most effective means of promoting Goal Post products as they have a fairly long
life, unlike national newspapers, which have a life of about six hours.

As IS the case with many small companies in the first number of years, Sean Tobin,
the owner, has the responsibility for branding. However, now that more funds are
available, marketing consultants have been employed for promotions, new brochure
launches and to help with entering new segments. In 1995 the owner was awarded the
Entrepreneurship Award by the Smurfit Business School.

The brand owner as a

learning curve has described the process of product development, launch and selling
and he believes that it is a process of learning through doing and that any mistakes
made will shape future behaviour.

As the company has grown in size and tumover, and as the strength of the brand has
increased, an annual promotional budget has been set.

During the early years,

promotions were undertaken based on affordability. Today, the promotional budget is
set based on predicted sales for the forthcoming year. Currently the company is in the
growth stage of the product life cycle with major sales growth being experienced each
year.

Sean Tobin recognises a number of significant stages in the acceptance of the brand.
The first involved the acceptance by Croke Park. In 1992, during the All Ireland final
70,000 people watched as Goal Post Ireland products were used in national
competitions during the intervals.

These goal posts earned endorsement of the
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company and brand name. During the redevelopment of Croke Park, tenders were
invited for the supply of new goal posts. Goal Post Ireland succeeded in winning the
contract. The strategy aimed at supplying to the top level and then smaller stadiums
in all 32 counties would follow suit. This same strategy was used with the FAT
There are no formal standards for the product in Ireland. The company sought and
obtained European standards certification. This involved substantial investment to get
validation by the Independent World Testing House. They obtained the EN 758, En
749 and EN 750 standards that govern the manufaeture of sports equipment. These
standards positioned Goal Post Ireland Ltd at the top end of the market.

These

standards improved customer’s perception of the brand and they also had a
eommercial advantage in dealing with engineers and suppliers. Goal Post Ireland is a
member of The Intemational Sporting Association, which has increased brand
awareness outside Ireland.

The company has developed a good management structure, but it is lacking in suitable
qualified marketing executives. The eompany is considering employing a marketing
executive on a contractual basis whose sole responsibility would be to take the
eompany to a higher level and look at expanding into new markets. At the start, there
was a laek of financial resources and severe budget constraints. The only way for the
company to grow was through increased profits. The company got a subsidised loan
for marketing puiposes by Waterford Development Partnership and this made funding
available.

Waterford County Enterprise Board provides them with excellent

mentoring and advice.
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Once the Goal Post Ireland brand was established and had earned recognition from
sporting organisations, it was possible to launch new products appealing to the same
market using the same brand name. They launched polycarbonate dugouts that were
used at a world cup match bearing the company’s logo.

The safety standards have opened up other markets such as mainland Europe as well
as the UK. However, due to the size of the product and huge carriage expenses, it has
been necessary to develop distribution links with the UK to try to overcome these
problems.

Product extensions such as retractable goal posts are currently in the

design stage. Research and development costs have been partly funded by Enterpnse
Ireland. In five years time, the company believe that they will have and overseas
focus with a strong presence at home. The company has recently set up a Website so
the possibility of direct sales may be explored more in the future.
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8.2.2 Luxury (jifts Ltd

At the request of the owner, it has been necessary to disguise the owner’s name and
identity of the company. The business was set up in 1993 and started trading then.
The idea for the business venture came to the founder following a seminar she
attended hosted by the Irish Marketing Institute.

As a result of this a gap was

identified in the market and this product was produced to fill that gap. Today the
business has two full time employees and some seasonal part time workers. The
nature of the business is food aiming at the gift market. There are two distinct
sections to this business - one is retail trade where the product is sold through a
company owned shop and the other side of the business deals with corporate
customers. The product is available in some of the larger multiple stores such as
Dunnes Stores. The market is crowded with many competitors and many substitute
products available to customers.

When setting up a company the founder believes it is a learning experience for all
involved and it is only by doing that one learns. It is important to manage costs
within company capabilities. Packaging involves major costs for the small company.
Often it is necessary to buy in bulk and there is a risk that packaging stock will
become obsolete. A number of years ago it was decided to make a small change to
the company logo, which incurred huge associated costs for small runs.

During the initial start up period and for three years after company formation, the
product was sold under the company name. However as the company grew the need
for a brand name became more apparent. It was decided to use the owners name as
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the brand.

This facilitated association in the customers mind between the

manufacturer and the brand. With the brand name decided on, a logo was devised to
reinforce the image of the brand. Both the logo and the brand name are registered,
rhe brand is evolving but the brand owner admits that it is hard to identify specific
stages in the development of the brand. Today the business has grown to match the
brand image. The owner believes that in the early years, product consistency may not
have always matched up to customer expectations of the brand.

The owner has sole responsibility for building the brand name and the brand image.
Both full time employees of the company have marketing qualifications and
experience within other organizational settings. This has proved to be useful but what
happens in theory is often different from what happens in reality. Often, marketing
and other efforts are described as a learning curve and it is only by doing that one can
judge the effectiveness of a particular campaign.

During the initial stages of the

business, a large amount of effort and time was spent on the manufacturing of
product. They concentrated on product quality and on packaging and design. They
wanted to provide customers with a top quality product at a fair price. Marketing
efforts focused on design of point of sale material to present a professional image to
the multiple supermarkets. To increase awareness of the brand it was necessary to
undertake mail shots to local households, to companies and to use radio
advertisements to provide awareness of the brand and to promote a positive image of
the brand and its products. Five years ago the company opened a retail shop in a
central location where customers can call in and buy the product. This helped to
create more awareness of the brand. In the past two years business has increased in
the retail shop. This has been largely due to positive word of mouth. It is difficult for
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a small company to measure the strength of the brand. It is measured primarily by
reference to the trend in sales. The retail shop allows the brand owner to try new
product lines and get feedback from customers. Often, when a new face enters the
shop, the customer is asked where and how they heard about the product.

Due to financial resource constraints it is not possible to set a promotional budget at
the start of each year. The budget is based on affordability, however in recent years a
promotional budget is set based on a percentage of predicted sales.

Radio

advertisements are very expensive to produce but they are a good means of presenting
the positive brand image of the company. However, the brand owner feels that in
order to make an impaet or to get noticed, it would be necessary to spend thousands
on promotions, which they cannot afford to do. Mail shots are an effective means of
reaching local customers and the responsibility for these mail shots is outsourced. In
store promotions are often used to create awareness of new product lines and the
business and its employees undertake these promotions. This provides the business
with instant feedback and it allows them to measure the effectiveness of the brand
name, to wider recognition of the brand and it is a useful new business generator. The
effectiveness of promotional campaigns is measured by the percentage of sales
increase. It is not possible to use any other measures due to limitations of manpower
and company size.

Unfortunately, start up grants were not available because the business was in
operation prior to any application for grant aid being made. More resources are
available to the business today compared to when they first set up. Over the last
number of years there have been increases in sales volumes. Five years ago, the
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business moved to a larger plant to allow it to set up a shop and also to enable it to
increase production.

This company is subject to seasonal fluctuations and it has

several part time seasonal workers who provide extra relief during peak production
periods.

It is the intention of the brand owner to build on the success of the brand and on what
they have achieved so far. There are some options that need careful consideration in
the future. Cunently, production relies heavily on the human element as part of the
production process, but it may be necessary to automate production in the future if the
company continues to grow so that they can match supply with demand for their
product. The brand has now become the focus of the business. The success of the
brand depends on the skilful management of the business and the success of the
business depends on sales. It is necessary to monitor changing customer tastes and
preferences. Today customers look for convenience foods due to our busy lifestyles.
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8.2.3 Follain l eo

The company was set up in Ballyvoumey, Co. Cork as a private limited company in
1983 to produce and market a range of jams and relishes.. The owners Peadar and
Mairin Leonaird worked in a honey producing company, which closed so they had
knowledge of production and the markets. The company started out in a small port a
cabin with twelve employees. The company name Follain is also the brand name and
it appears on all packaging and print material. The name is the Irish for wholesome
and healthy and as the company is located in an Irish speaking part of West Cork, it
was deemed suitable. The company name is registered. The company originally used
a logo of a man with a sheaf, but they got rid of the logo three years ago because it
was felt that it was not distinct enough.

The company are part of the Fuchsia brand of West Cork. This involves an annual
subscription and tastings are organised by Fuchsia. The product was sold at the very
start to the retail sector. The company undertook in store tasting to promote their
product and additions to the product range. The product is sold through distributors
and also through sales representatives who are employed by the company.

The

product is available in all of the multiples.
The product is also sold in large packs to the catering sector and it is branded as
Follain. The product is now' being exported to the UK, USA, France and Germany
and where it is available in specialist shops. The main competitors are Chi vers,
Baxters and Tip Tree. The product is priced at the premium end of the market due to
its superior quality and taste.
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The company attends food fairs held in Dublin each year and a stand is taken at these
fairs.

The Weekend Examiner, a national weekend newspaper did a centre page

article on the company.

It compiled a profile of the company, its products and

product availability. Within the retail sector, the product competes for shelf space.
Retailers often delist slower selling products.

The company undertake in store

promotions on a frequent basis such as in store tasting and money saving promotions
for customers.
The company have set a promotional budget of €200,000 for two years. This is the
first year that a promotional budget has been set.

Both founding partners have

responsibility for building and managing the brand.

In 2002, the company set up a website for marketing purposes. The website promotes
a positive image of the company and provides details of product lines. However, for a
small company it is difficult to measure the effectiveness of the site as jam is often
seen as a commodity and is not something that is sold on a website. Follain products
may also be sourced on the Bewley’s Irish import site in the USA.

In May 2003, the company launched salad dressings, distinctively branded as Follain.
The management of the company are considering launching a range of sauces in
direct competition with Dolmio and Uncle Bens. The problem here is that the leading
brands dominate shelf space, so Follain feel it will be difficult to get space for their
proposed sauce range. Over the coming year it is intended to target butcher shops as
possible stockists of Follain products. Organic sauces are also being considered. It is
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necessary to establish a unique selling point and something different from competitors
is often required.

The company faces severe financial constraints, but it is agreed that the company have
more funds available to spend on promotion and brand management compared to the
past. Some capital grants are available for expansion but these cover 20% of costs.
Bord Bia also provide some financial assistance to small companies towards hiring a
marketing consultant. However, the net costs to a small company remain high, and it
is difficult to judge the benefits of having a marketing consultant in advance. Within
the catering sector, the Follain brand is not as well recognised as it is in the retail
sector. For the catering sector, the product is sold in large quantities in packaging
displaying the brand name. However in the Pallas Foods journal, the product is not
catalogued by the brand name.
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8.2.4 l)e la Mer Shellfish

The company was set up in Beara, Co. Cork, in 1987 as a private limited company. It
has grown significantly since then and now employs almost 100 people. The founders
Peter Greene and Richard Murj^)hy both come from fishing backgrounds. They started
processing in their kitchens and they then set up a pilot project in a garage next to
their house.

Initially the product was not sold under a brand name. The product is sold to two
distinct sectors, namely to catering and retail outlets. Initially the company focused
on the product and then on the packaging

The product was originally sold m plain

bags to the catering sector. For this sector, quality and price is very important and the
brand is not essential. The source of the product is very important for the catering
sector. The Department of the Marine audits the company every year and there are
also frequent audits carried out by customers. Customers’ expectations are high in
this sector.

The company started selling to retailers three years ago. At this stage the importance
of branding was recognised. There are very few Irish competitors selling shellfish in
this market. Due to this the product is priced at the higher end of the market due to
high costs and the superior quality of the product. The brand name Skippers Choice
was developed specifically for the retail sector. This brand name is not registered but
the company name is.
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Packaging is very important when selling to the retail sector. Previously the product
was sold in vacuum packs with a stick on label. This led to iiTegularities in the packet
shape when the produet froze.

The company redesigned the packaging and the

product IS now sold to retailers m plastic cartons with cardboard sleeves.

The

packaging clearly displays the brand name, the company name and a picture of the
product. The produet is shelf friendly as supermarkets quantify product success based
on sales per shelf space. The packaging was changed in response to customer and
retailer feedback.
It is difficult to measure the strength of the brand because there is no product in the
retail sector that is directly comparable.

All of the catching, processing and distribution of the product is carried out by the
company.

The company owns four fishing vessels that fish off the coast of

Castletownbere. All processing is earned out at the plant in Castletownbere. The
company distribute the product in their own fleet of refrigerated vans, all displaying
the brand name on the side. The product is currently available in fifty SuperValu and
Centra stores. The company do not want to get too big too fast and risk losing their
existing customers.

The product is not available in Tesco and Dunnes Stores at

present and the company is looking at the possibility of supplying these stores in the
future.

One year ago the company appointed a marketing manager with responsibility for
servicing and selling to existing and potential customers.

90% of the marketing

manager’s work is to the retail sector. De La Mer find it more difficult selling to the
retail sector compared to the catering sector. With the retail sector, one buyer has
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control over 2()() stores.

With the catering sector, each buyer is independent.

Retailers are not loyal and they focus on consistency of service, product availability,
service and taste.

The company undertook in house tastings and attended trade fairs. There are large
costs incuned in product tastings, not only the cost of the stand, but also the cost of
the product. The company has undertaken advertisements in national newspapers as
part of its nationwide campaign, promoting new product lines.

A promotional budget is not set. Sales figures for each store are studied on a monthly
basis. Promotions are governed by the level of sales and also influenced by market
development plans. They target stores experiencing slow sales with offers and instore
tastings. There has been a dramatic change in promotional activity over the product
life cycle.

Costs are a major factor and at the start, sales were low, and it was

expensive to do instore tasting.

Sales are used to measure the success of the

promotional campaign. It is difficult to establish with any certainty the effectiveness
of trade fairs, however these fairs reinforce the brand image and recognition of the
brand among buyers.

The company now exports to England, Scotland, France, Spain and the UK. The
product is sold to wholesalers who have the responsibility for distributing the product.
Each May, the company operates a stand at a seafood fair in Brussels which is used to
promote their products.
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It is hoped to sell to at least one to two other multiple stores and the company also
hopes to expand the export market. Irish products have uniqueness abroad and the
company can charge a premium price for its products due to its products superior
quality and taste. The company have 1000 customers in the catering sector in Ireland.
It has been found that customers of these restaurants will ask where the shellfish came
from and they will actively look for a retailer where they can buy the product. In
some cases, potential customers who ate some of De La Mer Shellfish in a restaurant
rang the company offices in Castletownbere to find their nearest stockist. 20% of
customers in the catering trade are generated through positive word of mouth.
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8.2.5 Granit; Holistic Therapy

Margaret Ryan in CaiTigaline, Co. set up Granig Holistic Therapy Cork, in 2001.
Prior to company formation, Margaret worked from home without a company name.
The owner trained m holistic therapies and in reiki. The company name came from
the area in which the business is located. It was felt that it sounded well and went
with the holistic therapy, and there was association and reinforcement of the company
location for customers. The company is located outside of the town of Carrigaline.
The nature of the business demanded a location that provides privacy and quiet
suiToundings.
The company uses a logo on all of its signage, and promotional material. The logo
used is a lotus flower opening.

This symbolises the opening up of people to

alternative treatments. This logo is registered as part of the company name.

At present the business is in the introductory stage of the product life cycle with
outgoings currently exceeding revenues. The owner has relied heavily on personal
capital as well as a company loan. There are plans to employ additional therapists as
the company grows.

Initially, the target market was the south Cork area.

A brochure was developed

detailing treatments, location and background information on the business and the
therapist.

These were delivered to 600 households in the CaiTigaline area.

Promotions were also undertaken in the local newspaper The Carrigdhoun’ sold in
the greater CaiTigaline and Kinsale areas. As the company has grown, many clients
have contacted her from further afield after hearing about the business through

196

positive word of mouth or seeing exhibits at trade fairs. A stand was taken at the
Cork City Hall Mind, Body and Spirit exhibition and demonstrations were given. The
stand eost €600 for the weekend and this did not generate a large amount of ineome.
The owner asks each client who calls for an appointment where they heard of the
company.

This helps to judge the effectiveness of promotional activities.

Advertisements placed in local newspapers did not generate a big response even
though advertisements were tailor made for special occasions.

In recent months, the owner has started to target businesses. This involves cold
calling and sending brochures to businesses. These brochures are more expensive and
a higher quality material is required for business customers. This side of the business
involves on site visits to companies.

As stress in the workplace is increasing,

companies are more aware of the benefits to be gained by their employees having an
invigorating massage on site.

It is necessary to continually advertise to reinforce the brand and to gain recognition.
This takes time and money- two things that smaller firms do not have in abundance.
It has been decided to advertise in the national press as it has been found that distance
is not an obstacle to customers. They are willing to travel to a qualified therapist. A
list of promotional materials such as brochures designed for corporate clients and for
individual households, and an advertising schedule was drawn up for 2003. These
expenses became the basis for the promotional budget.

However, promotional

expenditure went over budget. The brochures proved costly to make. Many printers
refuse to produce small quantities so it was necessary to get 800 brochures as a
minimum quantity when just 250 were required.
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An email address has been set up so that clients can contact the owner for information
and appointments.

During the Summer of 2003, a website is being set up for

marketing puiposes. Each time a new qualification is earned, an advertisement of a
new treatment is placed in newspapers and this helps to reinforce the brand name.

Margaret Ryan is considering renting in a more central location on a short-term lease.
Issues to be decided include how fast to grow the company and what levels of risk the
owner is willing to undertake. An aromatherapy qualification will allow the owner to
make creams and lotions, which will all be branded as Granig. However there are
some financial drawbacks to this. It is not possible to sell aromatherapy products on
line because products are often made to specific customer requirements on a case-by
case basis. Jars and bottles have been sourced for this puipose as well as labels.
Having a shop in town would involve taking on additional staff and it is necessary to
ensure that existing customers would be happy with the relocation. In the shop it is
intended to sell freshly squeezed juices distinctively branded as Granig.
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8.2.6 Mrs Collins Dairy Ice-Cream

The company was set up in the Old Bandon Rd, Co. Cork, in 1995 as an alternative to
traditional dairy farming. Initially the Collins family opened the farm to the general
public in the mid 1980s. They started giving out homemade yoghurts and ice cream
as part of the open farm tour. They travelled to the UK and undertook research of
similar ventures.

Funding for farm diversification was made available from the

Leader programme and the open farm market soon became saturated.

The brand name for the ice cream was not decided in advance. However, they soon
recognised the importance of branding.

At a Marketing Institute of Ireland

conference held in UCC in 1995, it was learned that a product must have a brand
name before it goes into the market to make it stand out from competitors.

Like many other small companies, Mrs Collins Dairy Ice cream faced major financial
constraints and in the early days most time and resources was spent on production.
The brand name is registered as part of the company but the logo is not registered.
The logo which depicts a farmyard image with a woman lifting a pale of milk at a
gate appears on all of the packaging.

Initially, the product was brought to a meeting of the local Lions Club for a tasting
session that generated local awareness for the product. Prior to production, retailers
were recruited who were willing to stock the product. The product was sold in a white
container with a stick on label. A run of labels and many containers were bought
prior to production. However, at a marketing seminar, the importance of packaging
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and design was recognised. It was decided to source different packaging and to get it
designed professionally.

The product is produced in West Cork and is part of the food and tourism umbrella
brand of West Cork, Fuchsia.

The Fuchsia organisation provides advice and

mentoring services to members. It also holds social functions, which give members
the opportunity to meet other small food producers.
Cold calling was used during the product introduction to create awareness of the
product and the brand.

In store promotions were most effective during the introduction stage of the product.
The owners undertook these promotions and they provided instant feedback. They
measured the sales in the shop afterwards to judge the effectiveness of the promotion.
In recent years, in store promotions have been outsourced. The agency gives a written
report to the brand owners. The promotional campaign has slowed down in recent
years due to increased associated costs.

Two partners run Collins Dairy.

Neither partner has a sales or marketing

qualification. Both partners see this as a big disadvantage and they are considering
enrolling in a marketing course in Autumn 2003.

The promotional budget is set on a need for basis. In 2002 a marketing consultant
was employed with responsibility for targeting the catering sector.
accounts for 85% of all business.

This sector

Cold calling is going to be used to target the

catering; sector.
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The product is not available in the multiple stores such as Tesco and Dunnes. It is
necessary to supply a ceitain number of stores and the company did not have the
capacity to do this. Also, with larger stores, a company may have to wait up to six
months for payment, which may result in cash flow problems for smaller firms. The
company did not want to overstretch and risk losing everything. They wanted to keep
supplying the smaller stores.

Mrs Collins Dairy Ice cream is sold to two distinct sectors.
Retail sector. This sector is in decline because the company are not engaging in
extensive marketing efforts to this sector. Also, the product is now stocked in some
Super Valu stores, but due to central billing, individual stores may be encouraged to
take more lines from central distribution and smaller lines and suppliers are being
pushed out.

Catering sector. The company did not focus on this sector until three years after
product launch. Every two years there is a catering exhibition, IFDEX in Dublin, and
a stand is taken. At this stand they got some enquiries from restaurants and they then
started cold calling. However, there is only a very limited time between 10am and
12.30pm when chefs are prepared to meet sales representatives. This sector now
accounts for 85% of all business. It is easier to supply to catering sectors and cheaper
packaging can be used.

Time is a major constraint on small business where there simply are not enough hours
in the day. The business now employs a marketing consultant and two casual staff.

201

The business is not large enough to take on somebody else full time or if they did, the
person would have to be able to do a range of tasks.

Expansion plans are currently underway.

The company has bought second hand

equipment, which will increase production capacity. It is intended to focus on the
catering sector.

Distributors have been found in the geographic regions of Cork,

Keny and Limerick. It will be necessary to get a suitable distnbutor in other areas
w ho are equipped with a fleet appropriate for carrying ice cream.
The retail sector will continue at the present level for the foreseeable future. New
packaging needs to be designed to update the image.
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8.2.7 Trax Nav UK Ltd

Bertie and Billy McMinn, in Malig, Seotland, set up the company on the IG'*^ of
March 1998. The company was previously known as Western Battery Service UK
Ltd. Prior to 1995, they were involved in the supply and repair of marine electronic
equipment. Mr McMinn senior originally set up Western Battery Service UK Ltd.
He employed his two sons in later years, Bertie and Billy. They had well established
contacts in the trade prior to business start up. TraxNav UK Ltd sold a computer
programme developed by a Dutch programmer, for use in the marine industry.
FraxNav employs three full time personnel with a number of casual staff employed to
match peaks in demand.

Based on experience gained in Western Battery Service UK Ltd, a product called
P’ishpro, one of many within the Trax portfolio of brands, was developed to respond to
the needs of fishermen in Ireland and the UK. Since company formation many new
versions of Fishpro have been developed to cater for the changing needs of their
customers. TraxNav produces a range of navigation software products.

At the time of the product launch, the directors and staff exhibited at shows
throughout the UK and Ireland. This proved to be very successful for them as they
were able to give demonstrations to potential customers and existing customers were
also made aware of software updates. However, for a small company these shows are
very expensive and due to budget limitations, it was not possible for the company to
exhibit at many fairs.
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Responsibility for brand management rests with the two founding directors. In recent
years the company has outsourced distribution of the product within the Irish market
to a Cork based firm. The Cork based firm have responsibility for promoting and
distributing the product.

Positive word of mouth is also seen as a means of promotion within this sector. Every
year the company takes part in a trade fair in Glasgow and in Newcastle, Co. Down
that attract interested parties from the UK and Ireland. These shows cost between
Stg£ 10,000 and Stg£12,000 per annum. Promotional material such as hats, pens and
lighters are distributed at these fairs and they all bear the company name and logo.
Within this market some forms of print media advertising are used such as
advertisements in the Fishing News magazines. There is a large level of customer
loyalty and it has been found that customers will stay with brands that they used in the
past

Three years ago, a website was developed to create awareness of the company and its
portfolio of products and brands. The site is continuously being updated as software
modifications are made to the product.

The effectiveness of promotional activity is measured primarily on increases in sales
volume. At exhibitions it is also possible to get instant feedback from customers and
from potential customers. Sales figures are compiled on a monthly basis.

It is felt that additional financial resources would be required in order for the company
to be able to promote and manage the brand effectively. Neither of the partners holds
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a marketing or related qualification.

However, it would not be cost effective to

employ a marketing expert full time. The money made in the business is ploughed
back in to enable expansion and further growth.

The company are currently targeting the fishing market, but it is anticipated that the
focus will shift in the future to the leisure market such as large yachts and other types
of pleasure vessels. Fishing has proved to be a very volatile market and it is difficult
to undertake long-term plans.
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8.3 Interviews with marketing agencies

Two interviews were conducted with marketing agencies who provide a range of
services to assist some companies to successfully brand their product.

The two

companies interviewed were South Western Services and Southern Advertising Ltd.

8.3.1 South Western Services (SWS)

Interview with John Connolly, SWS Group, Bandon, Co. Cork.

The South Westem Services Group (SWS), was established 40 years ago and focused
on agricultural services, primarily artificial insemination.

Over the last 10 years, the

company has diversified. Agricultural services now only accounts for 5% of profits.
SWS are involved in four sectors:
a) Agricultural
b) Business including marketing, accounting and property sales
c) Energy including forestry
d) Business process outsource (IT)
The company employs 350 full time staff.

John Connolly is the head of marketing of the retail division, part of the Business
sector of SWS. SWS provide integrated marketing services including planning, event
management and graphic design expertise to smaller enterprises.

The company

provides an outsourcing marketing service to smaller firms. This sector employs 12
full time personnel in the retail liaison division. The service was available initially in
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West Cork and the company grew to now providing service nationwide. The head of
marketing at SWS worked with Fuchsia, the food and tourism umbrella brand of West
Cork, prior to joining SWS.

Based on this experience, he had well-established

contacts m West Cork.

SWS provides help and assistance to smaller enteiprises on planning, marketing
consultancy, graphic design, event management, public relations and retail liaison
projects. SWS are aiming for sustainable business. Some of SWS’ clients are one off
but the focus is to develop long-term relationships with smaller firms. The retail
liaison sector was developed three years ago and has made considerable profits over
that period.

The idea for this retail liaison sector came as a result of central distribution by
Musgraves.

Prior to this small manufacturers could supply Musgrave outlets

effectively. The challenge for SWS was to set up problem solving cost effective
services for SMEs.

SWS cluster five small companies together at a cost of €25000 +VAT to the small
firm. For this the company puts two people full time on the road, one in Dublin and
one in Munster. It is the responsibility of the representatives on the road to undertake
development work, to ensure optimum shelf position, to get the product on the
shelves, and to provide support services for the client by keeping an eye on the
competition and by developing a relationship with the store manager on the clients’
behalf. All representatives communicate with client SMEs on a frequent basis. They
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are all equipped with a handheld PC and a daily/weekly report is sent to the client
dealing with issues encountered, and how they were overcome.

SWS do not focus on any particular sector of SMEs and they have customers across
all sectors. SWS have vast market knowledge and this is relayed back to the SME. In
effect SWS provides a virtual marketing department to client SMEs.

Personnel at SWS are focused on new business generation for SWS.

Prior to

approaching a SME detailed customer information, product analysis, turnover and
product availability are analysed to ensure that the t'irm is a suitable candidate for the
services of SWS.

Other areas that are being developed by the retail division;
•

Business development cluster- Clustering is the grouping of small companies
together to reduce costs. SWS hope to cluster small companies into groups of
three and carry out market research for the small companies on business
expansion and new product development.

•

Clustering for TV advertising - SWS will group small firms into groups of
ten. SWS will develop individual advertisements for clients but the client will
get reduced rates due to the purchasing power of SWS. This will help clients
to raise the product profile.

These services offered by SWS allow smaller enteiprises to access a range of
marketing services that were once not available.
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SMEs are slow to recognise the advantages to be gained by using the services of
SWS.

It provides them with market knowledge, retail market feedback and time

management benefits. It is also cost effective to smaller firms through clustering and
it helps them to make productive use of scarce financial resources.

Often small

enterprises feel isolated, but clustering helps them to identify with a similar sized
company so that problems can be shared.

SWS find that small companies are focused on branding but often it takes on more
significance when the company is up and running.

SWS have found that some

companies do not brand at the very start and their branding can be very simplistic - a
name, a label and little else.
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8.3.2 Southern Advertising Ltd

Interview with Jane Beare, Southern Advertising Ltd.

Southern Advertising was established in 1955 and has offices in Cork and Limerick.
It has a total of 35 staff.

The company is ranked tenth overall out of seventy

advertising agencies in the National Newspaper League. The main competitors would
be local rather than Dublin based. However, if the company were tendering for a
national client, then there would be competition from Dublin competitors. Concept,
Caravall and Hopkins Communication are the main competitors in Cork.

Southern Advertising offers a number of services to its client such as:
•

Media advertising - in newspapers, television, radio and magazines.

The

company carries out designs and copywriting along with media placement.
•

Recruitment advertising - Consultancy and research on the design and
placement of recruitment advertisements.

•

Cinema advertising - Design of the advertisements and booking of the media
is done for the client

•

Outdoor advertising - Completion of advertisements on buses or billboards to
suit the clients’ requirements.

•

Design - The company designs and prints brochures, fliers, folders, annual
reports and company notices for the client.

•

Website - The company may design and manage a website for the client.
Often, the client may have an up and running website but requires help in the
upgrading and maintenance of the site.
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•

Corporate videos - the company produces videos for the client

•

Market research - The agency undertakes quantitative and qualitative research
to judge the effectiveness of promotional campaigns.

This service is

expensive and is usually requested by larger firms who have spent a lot on
promotions.

For companies spending millions on advertising, they cannot

afford not to spend funds on market research.
•

Trade display stands - The agency designs and supplies stands for the client.

Southern Advertising target potential customers in three ways:
1. The company has three well known directors who have been in
business in Cork for many years. Through networking the directors
have many contacts.
2. The company target clients that would fit in with their existing
business. This may involve direct mail to target companies and cold
calling.
3. The company target larger companies through the Chamber of
Commerce and the company attract clients from successful public
relations. The company manages and sponsors the Cork Person of the
Year.

Most clients of Southern Advertising are classified as medium or large enterprises,
based on the number of employees. Southem Advertising classifies clients based on
promotional spend. The company also has a small number of smaller clients. All
clients would not have the advantage of having large advertising budgets but they are
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all working hard lo gel the most out of their advertising budget and are up against a
lot of eompetition.

The majority of elients approaehed the eompany at a time when they felt that it was
no longer possible to handle advertising in-house. Often the individuals responsible
for marketing and advertising in organisations may have many other functions as
well. The client often feels that not enough time is being devoted to marketing and
SoLithem Advertising act as a marketing department for the client. The majority of
firms start small and grow; it is felt that the agency is employed as the firm grows.
An advertising agency is involved at some point in the life cycle of the company, but
very rarely at the start. In the earlier stages, it has been found that companies focus
on operating in a professional and profitable manner, and are restricted by budget
constraints.

The majority of clients approach the company with a specific brief in mind, but some
clients approach the company because they are considering using an advertising
agency and are looking for ideas.

Often companies, especially smaller firms are

concerned that an advertising agency will swallow up the entire promotional budget.
With new elients, the company often considers if it is possible to start working with
the client on a one off basis so that they get to know each other better.

All clients approach the company with a set budget, but that figure is not necessarily
conveyed to the company at the first meeting. The agency will have a number of
ideas for the company at the second meeting, which will be the basis for a discussion.
The associated costs for these ideas will be clearly shown to the client. Often the
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client will be pleased to know that they can afford something, which they thought was
not possible.

The main service offered by Southern Advertising is an extension of the clients
marketing department. The relationship between the client and company develops so
that Southern Advertising knows what would work best for the client. For small
companies cuirently listed with the company, efforts are centred around the
development of promotional campaigns, media to be used and the timing of sales.
The advertisements are developed and proposals are put to the client. Once the client
is in agreement with the proposals, the advertising agency negotiates media rates on
the clients’ behalf and books the media. Small firms generally research the reactions
to advertisements on an ad hoc basis by asking customers, employees and friends.
The market research service offered by the company is usually at the request of clients
with big brands.

Smaller firms that go to an advertising agency gain the advantage that competitive
rates will be negotiated on their behalf. Often the advertising agency will be able to
offer the client a better rate compared to their current rate.

Southern Advertising does not offer a direct mail and database development service,
which may be beneficial to smaller firms. If smaller firms could develop an accurate
customer database, it can be beneficial as part of a long term strategy and save on
advertising costs.

Southern Advertising Ltd does not offer this service but the

company provides clients with advice on outsourcing that service.
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Southem Advertising considers all clients regardless of budget size. The company
comes up with professional ideas for clients. Often smaller firms may be limited in
thoughts and may only consider press advertisements. Small companies often may
not have any concrete ideas on costs. A small firm with only one outlet may be able
to afford advertisements on national television.

“It is possible to make a budget work harder by thinking outside the box.’' - Jane
Beare, Southem Advertising.
consider all alternatives.

A small firm should not be blinkered and should

It is amazing what can be achieved on relatively small

budgets!
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Chapter 9

Chapter 9: Analysis of Findings

9.0 Branding within different target markets.

Most of the small companies interviewed were targeting two very different markets the retail and the catering segments or the private and corporate segments, depending
on the business type. It was found that the role and importance of branding w'ithin
these segments was very different.

Most companies found that retail customers tend to be more brand aware and more
brand loyal. On the other hand, the catering market is less brand loyal and tends to be
more price sensitive.

Many companies supplying to the catering sector only truly

recognised the importance of branding when they began supplying retail customers.
De la Mer Shellfish for example, who started supplying shellfish to the catering trade
in vacuum packs displaying the company name.

It was only when they started

supplying the retail market that they recognised the need for branding as a unique
selling point. Follain Teo supply condiments and sauces to the retail and catering
markets. However, while their product is sold to both retail and catering segments
bearing the Follain brand name, catering buyers do not identify the product by the
brand name. The Pallas Foods catering catalogue includes Follain products and prices
without mention of the Follain brand name. Granig Holistic Therapy also found that
corporate customers were slow to associate a therapist with a brand name, and it was
necessary to reinforce the brand by wearing uniforms bearing the brand and logo
when visiting client companies and by distributing promotional material bearing the
brand and logo.
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9.1 I*romotional budget:

The larger companies interviewed all set an annual promotional budget. For Unilever,
the budget is set in the European headquarters in Milan based on growth targets for
the coming year. Swedish Match negotiates a promotional budget with the brand
owner based on planned promotional strategies for the corning year. Irish Distillers
set the promotional budget in Dublin based on predicted promotional campaigns for
the coming year.

It was found that smaller firms did not set a promotional budget in the early years.
Once the company began to make a profit, an annual promotional budget was set. It
was found that some small firms who set a budget, use an approach akin to an
objectives and tasks method found in many text books. In doing this, small firms set
out brand objectives or new target segments for the following year and the means
necessary to achieve these objectives. A promotional budget is allocated based on the
costings of all promotional activity. Granig Holistic Therapy and Luxury Gifts Ltd
adopt this approach.

For larger firms, it was found that the promotional budget is decided using a variety of
methods. Many large firms allocate a percentage of last year’s sales as the basis for
the forthcoming years budget. The company may decide to increase the promotional
budget by a certain percentage to allow for increases in costs. In situations where
large firms planned aggressive growth in brand share, or where the brand was in an
early stage of the life cycle (for example Jameson in Asian markets), they deliberately
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raised the level of promotional spending. This is a strategy not open to small firms,
which often struggled to find funds for advertising and promotion.

9.2 Small firms evaluation of marketing consultants:

It has been found that small firms were unwilling to hire a marketing consultant
because they have no means of evaluating the effectiveness of such an expert. It
emerges that the services of marketing consultants have credence qualities, whereby it
is difficult to Judge the effectiveness of a consultant even after hiring them. If a small
firm experiences an increase in sales immediately after hiring a consultant, there is no
way of knowing if that increase would have arisen without hiring an expert.

For some small firms, there is also a fear of losing control.

When marketing is

outsourced to a third party, the company fears that marketing decisions will be made
without the consent of the firm. Marketing consultants. Southern Advertising and
South Westem Services report that small firms consider hiring a marketing consultant
as the company grows, and it is not typically something undertaken in the early days
due to lack of resources. Firms interviewed using marketing consultants include Goal
Post Ireland Ltd and Follain Teo.
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9.3 Efticiencies in print and advertising expense:

Some small firms find that they incur extra costs because printers will not print off a
very small run of promotional material. Granig Holistic Therapy encountered this
problem when purchasing promotional brochures. Batches of 250 were required but
the printers would not run such a small quantity. Granig Holistic Therapy had to
purchase more brochures than were required resulting in extra cost for the company,
tying up scarce finance in promotional material, and increasing the chance of
brochures becoming obsolete. Each year brochures need to be changed as prices are
increased and new services are being offered. Collins Dairy encountered a similar
problem when they got plastic cartons made.

Small companies suffer severe

diseconomies of scale when purchasing in small quantities from printers because they
are forced to buy in larger quantities than are necessary.

Larger companies are able to benefit from economies of scale and can make
significant savings in advertising and promotional costs. Unilever changed the name
of the household cleaning product to ‘Cif from ‘Jif. The product was trading as
‘Cif in Europe and as ‘Jif in Ireland and the UK. By changing the name to ‘Cif in
Ireland, Unilever were able to reduce costs by printing larger quantities of the same
label.
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9.4 Learnini; by doing:

For small firms brand development is a learning process. Many small firms started
out on a very small scale with one or two employees. During this time, efforts were
focused on production, getting some sales revenue and very little time was spent on
marketing.

Often

company employees held

no marketing experience or

qualifications.

Marketing theory and book learning had little significance for company founders and
marketing efforts were informed by on-the-job learning. Marketing involved risks,
and what worked in the past would be used again in the future. De la Mer Shellfish
started trading using a company name, and did not even have a brand name. When
the company started selling to the retail market, the importance of branding was
recognised and the company devised the Skippers Choice brand name. Collins Dairy
also feels that they learned a lot by doing. The company had sourced plain containers
with stick-on labels for the product prior to production. However, after studying the
packaging of competitors, it was felt that the plain containers did not promote a
professional image of the brand and special containers were designed containing the
brand name and other necessary information.

In larger firms it is also felt that valuable lessons can be learned from prior experience
in marketing and brand development.

The timing of launches and the timing of

promotional campaigns is dependent on the product type and on the market. Some
promotions have not been as effective as others and marketers draw on these
learnings, and do not repeat unsuccessful promotional activities in the future. Mary
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O’Brien of Swedish Match described promotions as a learning experience. Lessons
can be drawn from what happened m the past and that will shape future promotions.

It is necessary at the start to create awareness of the brand through whatever means is
necessary.

For a small company it is essential to find methods of creating brand

awareness at a minimum cost to the company. For Goal Post Ireland Ltd, by careful
planning, the timing of the product launch allowed for product exposure among
teachers because of a teachers conference held at the same venue.

Sean Tobin, owner manager of Goal Post Ireland, urged small companies should try
to exploit public relations to secure free media coverage in the press and airplay on
radio. Goal Post Ireland Ltd had a company profile compiled and published in the
Irish Examiner free of charge. Collins Dairy attended local fairs and meetings of the
local Lions Club, distributing free product samples, encouraging trial of the product
and brand awareness among potential customers. Some small companies interviewed,
such as Goal Post Ireland Ltd and Luxury Gifts Ltd have received awards for business
success and for product quality. These awards given by state development agencies
and trade associations generate coverage and further exposure in the media and in the
trade press. These provide invaluable product and brand awareness during the early
years when promotional budgets are stretched or very limited.
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9.5 Control Over Marketing Activity and the Brand Manager

For small firms, the promotional design is created by the company owner or by a
marketing agency employed by the small company to devise a promotional campaign.
The owner\manager makes promotional budget decisions, often without too much
negotiation with others. Small companies have the freedom to devise a promotional
campaign to suit individual needs and to target specific segments of the market.

For large companies, there is a risk of dilution of control over promotional activity.
This was encountered by Unilever when they started promoting Domestos Ox. The
advertisements devised were for the global market, and it was felt that the
advertisements were not relevant to customers concerns in the Irish market. The
brand manager in Ireland had no freedom to tailor advertisements to suit the Irish
market. Unilever’s dishwasher detergent ‘Sun’ is a global brand and advertisements
are made to suit the global market. Advertisements are devised in France where Sun
is the overwhelming brand leader, and advertisements describe the product in very
positive but general terms. However, in Ireland, Sun has fierce competition from a
rival brand ‘Finish’.

It was felt that advertisements in Ireland should stress the

superior performance of Sun, but a general advertisement for use across Europe was
produced that did not suit the Irish market.

Irish Distillers have encountered a similar problem when promoting abroad because
markets are at different stages of development.

In Asian markets, advertisements

should create awareness of the product promoting its Irishness. In the mature home
market, the advertisements are more symbolic and cosmopolitan, but these
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advertisements would not work for the Asian market. The challenge for the brand
manager is to devise a promotional campaign that will get the message to customers
in various markets, and be cost efficient.

9.6 Sitiniticance of branding from the beginning:

During the early days, intensive efforts w'ere focused by small firms on production
and company formation. John Connolly of SWvS says that ‘in the beginning, branding
by small companies is very simplistic’. At the start companies nriay develop a brand
name without giving much thought to what they are actually doing. It is better for
companies to choose a suitable brand name at the start rather than having to change
the name later. It can be very costly to change a brand name, as the company will
have to communicate the name change to customers. Promotional benefits may be
lost and advertising expenditure wasted because customers may not associate the new
brand name with the old one. It is not advisable to change a brand name and it is only
done in extreme circumstances.

Unilever changed the brand name of the household cleaning product Jif to Cif because
Cif was the brand being used in many countries and there were benefits and cost
savings for the company by changing the brand name. Unilever spent a large sum on
changing the brand name, and was able to communicate this change to customers
using mass media such as television advertising and point of sale material. The
company was able to source the Cif package at lower cost than the Jif package
because packaging manufacturers gave discounts for selling in larger quantities.
Again, it is evident that larger players are rerping the benefits of economies of scale
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while smaller players have no option but to purchase packaging and other promotional
material in larger quantities than what is required.

Many small companies do not devote much time to marketing at the very beginning.
McDonald (1995) suggests that as a company grows, the significance of marketing
takes on a more important role until marketing planning ultimately becomes the core
focus of the business, as illustrated in Fig 9.1. The three large companies interviewed
appear to be at level three in McDonalds scheme, while the smaller companies are at
stage one or two. Collins Dairy, Granig Holistic therapy and Luxury Gifts are all at
stage one.

The importance of marketing and branding at Goal Post Ireland, Follam

and De la Mer Shellfish coiresponds to McDonalds Level 2.
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Fig 9.1 Importance of Marketing Planning:

Level 3

Source McDonald (1995)

Some small firms are prompted to adopt a brand name by their market development
plans, or by some other event they encountered. For example, De la Mer Shellfish
developed the Skippers Choice brand name when they decided to target the retail
sector, some years after the commencement of business.

Collins Dairy started

production of the product prior to devising a brand name, and it was only when the
company founders attended a marketing conference, that the full benefits of having a
suitable brand name were recognised.
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9.7 Effectiveness of promotional spend where budget is limited:

All companies, regardless of size are restricted by what promotional funds are
affordable or they have to stay within the confines of a budget. For smaller firms the
problems associated w'ith funds for promotion and advertising are much greater. It is
necessary to decide how to make the best use of the limited funds at their disposal.
Southern Advertising reports that small enterprises may continue to do what was done
in the past, without considering alternative promotional means. Evidence was found
of the classical error that befalls a firm that has not accurately calculated and
earmarked a figure for the promotional budget. Collins Dairy recently cut back on
promotional activities because the company had bought new equipment which used
up surplus funds.

The recruitment of a marketing expert can greatly help a small firm to get the most
from their budget and to create the most impact.

For small firms a marketing

consultant is likely to be less costly than hiring a full time marketing executive.
Collins Dairy are considering hiring a full time marketing expert, but they feel that
such a person would need to be able to take responsibility in the production area as
well as marketing, as the size of the business would not warrant a full time marketing
executive. Southern Advertising assert that a marketing consultant can help a small
firm to get the best return, however small the budget on the brand.

Often small firms feel that there is no means of getting the brand message across to
the target audience with the limited amount of money available. For firms who only
spend a little on promotions, the incremental sales increase is tiny. The larger the
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promotional spend the more impaet on sales. For small eompanies it is necessary to
research into the best possible media to promote their brands and products. Goal Post
Ireland believe that small companies need to get as much free advertising and
publicity as possible to maintain brand image and to reinforce a positive brand image
in the mind of customers.

Slendertone use direct response marketing as a means of gaining recognition and sales
for the brand. Slendertone chose to use direct response marketing, as it believed it
was a lower cost means of selling in export markets than using the more traditional
retail channel. Because Slendertone were pumping earnings back into new product
development, it did not have the funds for a pull promotion campaign. By promoting
their brands through television shopping channels and direct response magazines, the
sales response to the promotion spend was easy to measure, and the sales revenue
financed the promotion campaign.

A pull promotional strategy involves spending

money on adveilisements and sales promotion efforts, directed towards the ultimate
customer. The goal of the pull strategy is to create demand among consumers and
encourage them to request the product from the retailer. (Belch & Belch, 2001).
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9.8 Speed of growth:

For some small companies there is often a fear of growing too fast. Small companies
often resist change and prefer to maintain the status quo if cuiTent activities are
working well. Granig Holistic Therapy is considering expanding but fear that by
doing so, existing clients may be lost. However, sometimes it is necessary to change
to respond to customers’ changing needs or to keep up with changes in the market
place.

Granig fiolistic Therapy are considering opening up a retail centre m the town of
Carrigaline selling aromatherapy products and Granig branded fresh juices. However,
it will be necessary to can-y out the therapies in this location and the owner fears that
existing customers may be lost due to the location change. Any change made by
small companies incurs additional costs, and the risks associated with expansion are
proportionately greater for small firms than for large well established firms.

Collins Dairy has recently purchased new equipment to increase production capacity.
If orders do not increase, the new equipment will lie idle and the company will still be
repaying the new equipment, a cash outflow it can ill afford.

It has been noted that many of the small firms interviewed had moved from their
original location as the company grew, and larger premises were sought to match
demand. This relocation resulted in larger overheads for the small businesses. In all
cases it was hoped that the increase in production from the new factory would offset
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the increased overheads associated with the move and would also increase company
profits in the long term.

9.9 Early commitment to brand design and logo

Luxury Gifts Ltd accept that they have insufficient funds for a media advertising
campaign. To overcome this difficulty, they commissioned a designer to develop a
brand style and logo to be used on labels, packaging and print material. This high
quality design lends a quality image to the brand and serves as a promotion device,
helping to build brand recognition and awareness with every pack sold. A once off
costly investment by Luxury Gifts had long term promotional benefits.

Judy Greene spent £12,500 in 1996, a significant sum for the company, getting an
Italian designer to create a professional brand style and logo, which is used on the
storefront and on all labels and packaging. Judy Greene considers that this was an
excellent investment in promoting the brand, but she recognises that an updating of
the design is now overdue.
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Chapter 10

Chapter 10: Conclusion and Recommendations

10.0 Introduction

The primary research focused on large companies which have well resourced, well
established brands, and small companies with growing. Companies in each situation
experience strengths and weaknesses in their ability to manage their brands.

10.1 Large companies

Large companies have more funds available to spend on marketing and managing the
brand. However, there are some forces encountered by large firms that dilute the
ability of the brand manager to act in the best interests of the brand.

10.1.1 Strengths of large companies in relation to branding

•

Large companies have the option to overspend in certain markets if they wish.
Overspending means that large firms increases its advertising and promotion
budget at a faster pace than the rate of sales growth targeted for the brand.

•

Large companies are staffed with experts. Experts with marketing
qualifications and work experience work on promoting and managing the
brand.

•

Large companies negotiate better advertising contracts because of the volume
of the advertisements that are placed by the large company.
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•

Large companies have funds available to allow them to outsource specialist
brand related research. Services outsourced include measuring the impact of
promotional expenditure such as advertising recall, both prompted and
spontaneous, and advertising awareness.

•

It is the responsibility of the brand manager to select which innovations to
implement and how the promotional budget will be spent. The brand manager
is not concemed with any other operations such as finance or production. The
brand manager is employed solely for the management of the company brand
or portfolio of brands.

•

The brands of large companies often hold leading market shares, and many
command a price premium, resulting in valuable brand equity.

•

Brand equity provides ongoing security in the market place due to customer
loyalty, the allegiance of resellers and the revenues that enable the firm to
devote resources to new brands or line extensions.

•

Many large companies with leading brands control a distribution network or
benefit from the wholesale and sales networks controlled by sister firms in
international markets.

•

Large companies devote major funds to research and development, product
innovation, optimising logistics and the supply chain.
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10.1.2 Weaknesses larue companies experience in branding

•

In large multinational companies, a brand manager is often ovemilcd by head
office or by a counteipart in a larger country. Unilever experienced this
problem when timing new product launches as the launch is often decided by
coLinteiparts in other countries who would have more decision making power.

•

For some large companies, the head office decides the advertising message to
be used in several countries. This can lead to incoherent promotional
messages. Some markets are at different stages of development and different
messages are required for each segment but head office will not usually allow
for many different advertisements to be devised.

•

Where a European brand management office dictates the promotional budget,
often the Irish company has little choice, but to work with the allocated
budget.
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10.2 Small companies

Small companies usually have a lot less to spend on brand awareness and reinforcing
the brand image compared to larger firms. This often confines their options to a push
promotional strategy. How'ever small firm have some advantages over large firms.

10.2.1 Strengths of small companies in regard to branding

•

Small companies have more control over the business. They have the freedom
to develop advertising messages unique to their company and competitive
situation. The decision on the promotional message may be decided without
the interface from anybody else.

•

Small companies have a greater ability to customise or personalise the service
or product to be flexible in meeting individual customer needs.

10.2.2 Weaknesses of small comrjanies in regard to branding

•

Small firms suffer from a severe lack of resources especially in the early days.
Small firms lack financial resources, with many small firms relying on
personal capital of the founder(s) for start up. Small companies often lack
skilled marketing experts to assist in the marketing and branding of the
company product. The importance of marketing and branding is often not
recognised until late in the company development. The company focuses on
company formation and production at the beginning. Very few small
companies interviewed are centrally focused on marketing although some are
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more focused now then they were in the past. Little time or thought in the
early days is devoted to brand image. Positioning and brand values are foreign
concepts.
•

wSmall companies often have to purchase promotional material in larger
quantities than what is required. This can result in excess funds tied up in
promotional material when it is sorely needed for other marketing puiposes.

•

Small companies often do not have the available funds to undertake intensive
research into the effectiveness of promotional activity. They often rely on
retailers and lack the resources for an effective sales effort.

10.3 Factors common to large and small companies

Both large and small companies use sales as a measure of brand performance. Sales
are reviewed on an ongoing basis and comparisons are drawn on sales for the previous
month or year. Large companies, of course, use many other sophisticated measures of
brand performance and advertising effectiveness.

There is some reliance on the objectives and task approach for setting the promotional
budget. The objective and task method of budgeting uses a build up approach
consisting of three steps:
1. Defining the communications objectives to be accomplished
2. Determining the specific strategies and tasks needed to attain them
3. Estimating the costs associated with performance of these strategies and tasks.
The total budget is based on the accumulation of these costs. (Belch & Belch, 2001).
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10.4 Recommendations:

Small firms should recognise the importance of marketing at an early stage and they
would be well advised to consult advertising agencies or marketing service companies
early on.

There is value to be gained by the small company from spending money early on
developing a professional brand identity and logo for use on packaging. This can help
to set the product apart from competitors. Some small firms are commissioning
professional agencies to develop a logo.

Small companies should put more thought into defining market segments and brand
positioning. To kick-start this awareness of marketing and branding issues, state
development agencies and banks should subsidise the attendance of entrepreneurs at
short seminars on marketing and brand building. State development agencies should
make attendance at these seminars a condition for getting a development grant.

Small firms should use marketing research to judge the effectiveness of promotional
campaigns undertaken. This is often expensive, but employing a marketing services
agency to undertake research on the companies’ behalf may reduce costs.

Firms starting out on the road to branding should be encouraged to explore the
marketing services available, such as the retail liaison service, and the business
development clustering service offered by SWS.
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Firms should explore eombination advertisements as a means of promoting at a lower
cost than individual advertisements. These combi-ads are working very well for Judy
Greene and other potters.

Retailing has proven to be an effective channel to develop brand recognition m some
situations, wTen funds are unavailable for major media advertising. Examples include
Luxury Gifts Ltd, Judy Greene, and Blooming Clothing. Naomi Klein reports how
Anita Roddick developed a worldwide brand based on franchising the Body Shop,
and without recourse to media advertising. (Klein, 2001)
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Appendix 1
Sample questions asked to respondents.
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Interviews with small companies

1. Outline the brief history of the company, including number of employees in
the firm.
2. At the time of launch, was the product sold under its brand name?
3. Can you describe when intensive efforts to develop awareness and image of
the brand commenced? Elaborate when and what prompted it.
4. Who has the responsibility for building the brand name, image, and
acceptance of the brand?
5. From your experience can you identify stages or phases in the development
process of your brand? Elaborate.
6. How is the promotional budget set and by whom? Was this always the case?
7. What measures are taken by you to promote your brand and how has this
promotional activity changed over the life of the product?
8. Do you feel that you have adequate resources, financial and other, to allow
you to promote and manage the brand effectively? If not, what do you feel
that you require?
9. At the initial stages of brand development, how did you overcome the lack of
resources?
10. Do any members of staff/management hold a marketing or similar third level
qualification?

If not, do you think having an employee with such a

qualification would benefit your organisation?
11. What are your future plans for growth of the brand?
12. What measures will be taken by you to manage the brand in the future such as
organisational or promotional activities?
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13. How do you measure the effectiveness of promotional activities?

What

measures are used to indicate effectiveness over the history of the product?
14. How do you measure the strength of a brand?
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Interviews with marketing managers from large companies

Wliat is your job title and what do your responsibilities involve?
What are the big issues in brand management today as you would see them?
Do brand management strategies used by you vary according to market share
position?
Wliat brand management activities do you find to be effective?
How do you measure the effectiveness of each brand management activity?
Do the effectiveness of brand management strategies vary over the life cycle of the
brand?
What type of promotions are undertaken by you depending on competition and the
relative market share.
How do the 4Ps vary according to the brand and the stage of the product life cycle
What percentage of the overall marketing budget is allocated towards promotion of
the brand and how is this figure calculated eg is it a percentage of turnover from the
past year?
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Interview with marketing service agencies

Outline the nature of your business, giving a brief history, including the number of
employees.
Who do you aim your service at?
Do you specialise in any particular sector such as product type, age of company or the
size of the company? Are there any geographic area limitations?
What benefits can you provide to small enterprises?
Are small enterprises availing of your service? If not, for what reasons are they not
availing of your service?
What are the most common obstacles that small firms have encountered when
branding their product or service? Based on your previous experience, how did they
overcome this and what part did you play in this process?
Who are your main competitors and what services do they offer?
Have you found small enterprises to be focused on marketing and branding during
product development or has it become more prevalent as the company grew?
What measures are used by you to target customers and potential customers to
encourage trial of your service?
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Appendix 2
Sample of Combi Advertisement
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